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This dissertation is a preliminary effort in the devel-

opment of a model that examines organizational decision
The model categorizes and describes the various

making.

types of communications that occur in a decision-making

process.

The description of these communications provides

the base for hypotheses about organizational decision-making

patterns.
foci:

This dissertation, therefore, has two primary

The development of a model capable of examining com-

munications in and across organizations, that includes both
individual inputs and structural realities, and the application of the model to three specific decisions.

The disser-

tation reflects the duality of these concerns in that several
to
chapters are concerned with the application of the model

Department of
the specific decisions that occurred in the
Agency in
Education and Training at the Addiction Services
the City of New York.

The Department of Education and Train-

monitoring and evaluation
ing is responsible for the funding,
viii

of the thirty— three School Board Drug Prevention Programs
in New York City.

In January of 1972 the Department hired

Macro Systems Inc. to perform an evaluation of the programs.
Three decisions with tangible, visible outcomes from the

nine-month evaluation project were chosen for analysis.
Criteria examining the clarity

,

explicitness, consist-

ency and source of communication were applied to the three

decisions in an attempt to determine the success or failure
of a decision from a communications standpoint.

The deci-

sions were also examined from a strictly outcome point of
view.

If the product of the decision was rejected within a

year, or if the working relationships among the decision

makers were damaged, then the decision was determined a
failure.
a

If the product of the decision was still accepted

year later and working relationships among the decision

makers did not deteriorate because of a decision, then the
decision was a success.
Several hypotheses concerning organizational decisionevaluation of
making processes, communication patterns and an
results of this study
the model developed here are offered, as
the disserChapter I is an introduction and outline of

with the
Chapters II, III, and VIII are concerned
not only describe
development of the model. These chapters
tation.

and evaluate its effecthe model, but trace its development
presentation of
The author feels that a detailed
tiveness.
ix

the methodology and evaluation of the model may be helpful
in future efforts to improve upon the model, and in the build-

ing of this type of decision-making theory.

Chapter IV provides

a

historical context in which to

place the case studies.

Chapters V, VI and VII are concerned with the application of the model and the analysis of the decisions.

Chapter VIII is the presentation of the findings con-

cerning the model and its application, the case studies,

recommended changes in the model and potentially fruitful
future studies.

The findings concerning the model describe

two major flaws in it and its application.

The model at-

tempted to perform both normatively and descriptively, which

resulted in an inconsistent application of the criteria.

The

second defect was an incompleteness of the definition of a

successful decision.

Several minor flaws are also noted.

The case study findings consist of an organizational

observation that is refined into a hypothesis.

The hypothe-

proactivesis and its corollary are concerned with the

prevention proreactive relationship between ASA and the
ofrered
Another hypothesis and two corollaries are
grams.
data."
concerning the manipulation of "organizational
necessary changes
The final set of findings describes
that might be useful to
in the model and future studies

interested researchers.
x

Finally, four appendices of primary documents are pro-

vided for any future student's interest.
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CHAPTER

I

INTRODUCTION

Statement of the Problem
This study consists of two closely interrelated but

individual foci.

One focus is the creation and application

of a model that examines organizational decision making by

analyzing organizational communications.

The other focus

is the case studies in which the model is applied, and

These two foci are interrelated in that the model

tested.

provides the framework for the case studies and the utility
of the model is, in turn, contingent upon its ability to or-

ganize and interpret the case studies.

However, the case

studies and the model should be evaluated separately because
they have different methodological problems that require

distinct scrutiny.
quesGiven the dual foci of this study, the reader may

separate
tion whether this might better be done as two
complete
The author considered this, but chose to
studies.
their present form
the model building and case studies in
for the following reasons:
1.

2

are suffi
Both the model and the case studies
thought
ciently developed to provide food for
making.
decision
for future students of

provide an indiThe field test is necessary to
and will
model,
cation of the utility of the

2

determine whether there is a need for any further
theoretical elaboration.
It seemed equally important to the author to present a framework (the
model and the methodology of the model) that explicitly presented the researcher's method of
analysis. Without the methodological research
presented here the reader is unable to validly
reject or accept the observations offered here.
There are, of course, significant problems in approaching a study of decision making this way, as the reader will

see in the final chapter, but the gains, in retrospect, have

outweighed the failures.
The Model
The model used in this study is designed to assist in
the examination of decision making by analyzing communication.

The substance of the model is the following four sets

of criteria.

They provide indices for observing the sequence

and content of organizational communications.

These criteria

will be operationalized* in Chapter III.
1.

2.

3

There must be a thorough information system that
gathers all necessary data, relevant to the
statement of needs by the decision makers, at
the appropriate time, and explicitly identifies
the decision makers involved.
by
A definition of the task must be understood
time.
all participants at the appropriate
at this
Concurrent consultation must be possible
exconfirm
(a) identify actions; (b)
time to:
pectations; (c) request resources.

Operationalized

in this study will mean

= ;:^;
that
into questions
tion of the criteria and definitions
terms.
elicit data in behaviorally measurable

.

3

4,

Acceptable statements of the outcomes must be
commonly communicated to the interested participants and non-participants (e.g., clients interested in the product)

The criteria have come from a number of evaluative

models from various disciplines.

The strongest influences

are models from the fields of decision making and evaluation.

A major assumption made in this study is that communication is completely reflective and representative of the

decision-making process.

The author is not concerned with

communications as separate entities, but as vehicles for

transmitting parts of organizational decisions, and as symbols representing another activity

— decision

making.

The Case Studies

The three case studies presented here are three separate decisions that occurred during the first formal evalua-

tion of the thirty-two School District Drug Prevention

Programs in New York City during the 1971—72 school year.
These programs were funded by the City's Addiction Services

Agency which employed a consulting firm to perform the
evaluation.
the
The case studies consist of the application of

and for,
previously-mentioned criteria to decisions made by,

Education and Training
the Assistant Commissioner for the
Lehan, the
Mr. Richard deLone; Mr. Michael

Department (ASA),

project;
Department’s Project Officer for the evaluation

"

.

.

4

Macro Systems, Inc., the consulting firm hired to perform
the evaluation; the school district personnel working in the

drug prevention programs; the ultimate clients, the children
in the school districts; and a wide-ranging group of con-

cerned parties including the City Board of Estimate, the
State Narcotic Addiction Control Commission, the Mayor's
Office, the Central Board of Education, the local school
boards, and several levels of politicians.

The cases were selected for a variety of reasons.

Among the major criteria were numbers of people involved,

number and type of organizational relationships, tangibility
of the final product, and the potential effect of the

decision.

The decisions presented in the case studies are:
1.

2.

The writing and releasing of the Request for
Proposals

The writing and releasing of the "Interim Report:
A Status Report on School-Based Drug Prevention
Programs
.

3.

The designing and implementing of the Management
Information System.

Objectives of the Study
objectives:
This study seeks to achieve the following
some theoretiThe writer is attempting to reach
1.
patterns of
cal and practical hypotheses about
future
decision making that can be applied in
situations

,

5

2.

The generation of some general hypotheses about
multi-level decision making in the politically
sensitive environment of a public agency dealing
with a controversial social problem,* simply for
the sake of discovery.

3.

Somewhat akin to the second objective, the author
hopes that this dissertation will contribute to
the paradigm of political/organizational decisionmaking theory, as described by Karl Deutsch.

The recent models of communications and control
may make us more sensitive to some aspects of politics that have often been overlooked or slighted in
This, as we know, is a major function of
the past.
models in their early stages. Well before they permit
quantitative inferences, they may already aid in adding
new criteria of relevance: What kinds of facts are
now interesting for us, since we have acquired a new
intellectual context for them.^-

Significance of the Study

The significance of this study lies in the material in
the case studies, the utility of the model, and in the auth-

or's view of decision making.

The information that this

dissertation supplies about organizational communication and
useabout the Addiction Services Agency of New York may be

future efforts
ful to other students of organizations and to

by the author.

The manner in which the case studies are

con-

them how not to
structed may be helpful to others in showing

proceed as well as how to proceed.
here refers to
*The term "controversial social problem’ used^s.ntexIt is intended to be
the drug abuse problem.
van
tual information, not as an important
Models of Po^Karl Deutsch, The Nerves of Government^ The Free Press
York:
litical Communication and Control (New
1966)

,

p.

245.

,

6

Secondly, the model itself is hopefully a contribution
to decision-making theory.

The model and the methodological

section describing its development may be helpful to others
in their efforts to analyze decision making.

Also the information gathered in this study will demonstrate the utility of the model and provide indications as to

what revisions need to be made to increase its effectiveness
and accuracy.

For the author this is perhaps the greatest

significance of the study.
The final significance is that the model developed

here is an initial step in developing

decision making.

a

complete theory of

It is an attempt to incorporate the author's

fundamental assumptions about decision making into a single

construct for testing and further amplification.

It is an

attempt to organize previously absorbed but unconnected
of
ideas from disparate disciplines into a coherent series

thoughts.

The nature of this eclectic intellectual process

model as
required the development of as broad and complete a

possible.

and
This model has the capacity to be filled in

built upon in following studies.

Methodology of the Study
"a systematizee
Given the definition of methodology as
rules and procedures for
standardized, operationalized set of
purpose,” this study used
the accomplishment of a defined
procedures.
One methodology, or set of
two methodologies.

7

was used to construct the model; another was used to collect
data.

The methodology used to construct the model was a set
of procedures designed by Dr. Thomas Hutchinson called "Meta-

methodology.

”

The purpose of the Metamethodology is to pro-

duce a methodology for any definable purpose.

discussed in detail in the second chapter.

This will be

The second

used was the historiographical procedure used in
methodology
1.
the collection of data.

This will also be discussed in de-

tail in the second chapter.

Limitations

4.

This study covers the time period of September 1971
to September 1972.

The lack of an explicit conceptual design for data
collection prior to the commencement of the study
may have influenced the data collected. The researcher's evaluation methodology was first seriously considered halfway through the project/ in
April of 1972.

2.

The investigator was not a disinterested observer,
but was a participant prior to becoming an investigator. With even a conscious attempt at explication of biases, some may remain unexplored.

3.

at
This is not intended as an exhaustive attempt
a
is
This
theory.
a universal decision-making
modest attempt to draw some tentative hypotheses
about decision making within several organiza-issues
tional levels, concerning socially sensitive
5.

6

.

consisted of
The resources for the dissertation
funds.
the investigator's time and personal
six-month to
The dissertation is concerned with a
success or failone-year time frame as regards the
ure of the decisions analyzed.

8

7.

The model is both ideal and impractical, and concrete and practical at the same time. The model
attempts to thoroughly analyze a decision from inception through implementation to conclusion. While
the model attempts to do this in an exhaustive way,
the resources of the researcher did not allow for
this to be done in the most accurate manner. For
example, the resources of the investigator did not
allow him to field test his model against other
models and methods of analysis for comparison.
This dissertation is, in effect, the first field
test of the model. As such many imperfections and
approximations remain in it.

The researcher is aware of "more ideal," more complex,

possibly more accurate models in the area of decision making,
but due to limited time and funds he did little more than re-

view them.

He was unable to perform any more extensive com-

parisons than the one done here as it appeared that any more

thorough comparison would have been a doctoral dissertation
in itself.

As mentioned before, the model does not analyze the

re-

folsults of the decisions beyond the six to twelve months

lowing the conclusion of the decision.

This is a somewhat

arbitrary date set by the researcher's sense of

a

decision's

longevity within ASA, and by his resources.
Historical Background
writer was
During the spring and summer of 1972 this
York City Schools'
involved in the evaluation of the New
working for New York City's
Drug Prevention Programs. While
was designated Project
Addiction Services Agency the writer

9

Officer for the "evaluation" of the ASA funded drug prevention programs in the city's thirty-one school districts.

These districts operated, with a certain degree of autonomy,
the elementary and junior high schools.

The high schools

were administered directly by the Central Board of Education.
Each school district had a drug prevention program.
The purposes of these drug prevention programs were to turn
youths, potential or actual drug abusers, away from drug

abuse and interest them in growth-enhancing activities.

These programs conducted activities such as rap sessions,
group and individual counseling, referral of students to

therapeutic communities, recreational activities, value

clarification exercises, encounter sessions, and other activities which were intended to lead the youths to a positive awareness of their lives.

^

Hopefully, then, they would

decide not to become a drug abuser.
The organizational complexity of everyday life for
funding
these programs was perhaps best illustrated by their

process.

Each District Community School Board, in deciding

submitted a pro
to develop a school drug prevention program,
of the City
posal to the Addiction Services Agency, a part
The proposal was then ac
Health Services Administration.

s

was approved by
cepted, with or without modifications; it

sion
vices

and training's "MisSummary of Department of Education
To be found in Addiction Ser
:atement " March 1972.
Agency files or the author s files.
,

10

representatives of ASA, and submitted to the State Narcotics

Addiction Control Commission, largely for budgetary approval.
NACC released state funds to ASA, which then submitted the

contracts between ASA and the local school boards to the City
Board of Estimates for City approval. 3

Though this was a

somewhat simplified version of the process, it was basically
accurate.

The contracts between ASA and the local school

boards averaged $360,000, and covered a wide range of services, so the negotiation process often became quite intricate.

Sometimes negotiation concerning a program's specific

allocation took up to six or seven months, and programs were

operating fully staffed during this period, a situation which
often led to confusion and anxiety for the agency and the
program.

During the proposal-writing process and once the programs were under way, ASA provided assistance to the programs

through its Education and Training Department.

This depart-

from
ment, headed by Assistant Commissioner Richard deLone

professional
1971 to 1973, consisted of about twenty-five

trainers and twenty-five program specialists.

The trainers

staff
function was to assist the district drug programs'

wide variety of
when requested to, by training them in a
specialists were
group dynamics techniques. The program
facilitating
responsible for monitoring the programs,
3 Author

'

s

files.

a

'

II

resource network among districts, and developing the programs

management skills. 4

Throughout all of these activities, ASA

was responsible to the state agency, the Narcotics Addiction

Control Commission (NACC)

,

and the city cabinet level agency,

the Health Services Administration (HSA)
schools' programs.

,

for evaluating the

For this evaluation, the Education and

Training Department had annually been allotted approximately
$ 200

,

000

.

In the fall of 1971,

just after being appointed Assist-

ant Commissioner for Education and Training, Mr. deLone,

with Francis Hartmann, Director of Evaluation for ASA, wrote
a Request for Proposal

(RFP)

.

An RFP is a standard document

inviting consulting firms to submit work plans and bids for
the tasks outlined in the RFP.

At this time the Education

and Training Department was not capable of providing solid

evaluations of the programs, and by writing the RFP the
the
Assistant Commissioner was setting the parameters for
were
evaluation to be done in 1971-72. Several proposals

Systems, Inc.
submitted, and the proposal submitted by Macro
Officer four months
was chosen. The author became Project

later, as the contract began.

It officially ended June 30,

1972.

mentioned
^Summarized excerpt of ’’Mission Statement"
Agency or author's files.
above.

.
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Organization of the Dissertation

Chapter

I

is an introduction consisting of statements

of significance, problem definition, objectives, historical

background, and limitations of this study.

Chapter II, the methodological section, is a reconstruction of the building of the model for possible use by
future interested researchers.

A brief summary of the methods

and rules of data collection is presented.

Chapter II also

contains a review of pertinent literature which is provided

primarily to provide a context for this study.

The nascent

character of decision-making literature is such that any re-

view of literature is an attempt to present its disparateness
and variety in a coherent fashion.

This review will consist

of a brief comprehensive overview and a more detailed exami-

nation of selected works that are more directly relevant to
this study.

Chapter III consists of the presentation of the model
in its complete form.

The chapter also describes the philoso-

phy and objectives of the model.

Chapter IV provides background information that

is

not directly
necessary to understand the case studies, but is
an historical
relevant to the analyses. Chapter IV provides

context
of the first
Chapter V consists of the presentation

of the Request for
case study, the writing and releasing

13

Proposal.

Specific conclusions drawn from the application

of the model will be stated at the end of the chapter.

Chapter VI is the presentation of the second case, the

writing and releasing of the Interim Report:

"A Status Re-

port on School-Based Drug Prevention Programs."

The analy-

sis, as in the other two cases, will consist of applying the

model and drawing specific conclusions concerning communicaTwo hypotheses and one observation concern-

tion patterns.

ing decision making are developed and presented.

Chapter VII is the presentation of the third case study,
the designing and implementation of the Management Informa-

tion System.

A brief statement of additional background in-

formation precedes the analysis and conclusions.

Chapter VIII consists of three separate sets of
findings.

Several significant findings concerning the model

and its application are presented and the hypotheses concernstudies
ing decision-making patterns developed in the case

will be presented separately.

The final set of findings

potential
will discuss possible improvements of the model and

future studies.
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CHAPTER

II

METHODOLOGY USED AND REVIEW
OF PERTINENT LITERATURE

Introduction
This chapter consists of three sections.

The first

section presents the author's conception of methodology.
The second section discusses the methodological approach

used in this dissertation and areas of possible future study.
The third section presents an overview of the literature

contributing to the field of decision making and

a

more de-

tailed discussion of the relationship between this study and

selected representative works.
The Concept Methodology
•

\

A brief section defining the concept methodology is

presented here because of its centrality to this study.

It

fully
is important to the author to present his thinking as
as possible so that others may learn from it.

Possibly, in

of this
the future, the time and effort spent in explication

researcher
study's fundamental concerns will assist another
in his or her efforts.

Methodology as understood by this writer is

a sys

of rules and
tematized, standardized, operationalized set

15

procedures for the accomplishment of a defined purpose ." 1
The traditional usage of this definition is usually stated
in terms of academic disciplines.

"A body of methods,

and postulates employed by a discipline.

..."

rules,

This analy-

sis of the principles or procedures of inquiry in a particular field is a narrower but probably more commonly accepted

definition.

Other definitions and concepts of methodology

exist, but for the purpose of debate, the two definitions

above are sufficient.
The writer has chosen the first definition of method-

ology as his working definition because it is more specific
than the traditional definitions and because it fits the

interdisciplinary needs of this study.

The first definition

is more concise in that it lists three qualities

(systematic,

standard, and operational) that any methodology must have.

This definition is more concise in that it lists systematic,
standard, and operational as three measurable qualities by

which any methodology may be judged.

This precision makes

the concept more concrete and makes it more easily accept-

able or rejectable.

Thomann, "Metamethodology: An Overview of What
presented
It Is and How It Was Developed," Symposium paper
Associa
at the meeting of the American Educational Research
tion, 1973.
lj.

B.

2 Webster's

G.

&

C.

Seventh New Collegiate Dictionary (Chicago:

Merriam Co., 1963).

3

.

16

Ths first definition of methodology also demonstrates
the level of combined abstractness and concreteness that has

been attempted throughout this study.

This definition of

methodology is abstract and concrete in that it is

a gen-

eral and operational set of potential solutions to a "class"
of problems.

A methodology is abstract in that it provides

rules to deal with types of problems.
it is operational because the set of rules and
procedures which supplies the solution is as prescriptive and definitive as possible. A class of problems
is dealt with since certain characteristics in problems exist which allow cne to group these problems
together and call them similar, with only the particular circumstances of each problem making it different
from the others.
.

.

.

A methodology, then, is much like

a type of

formula

that changes functions as the number of variables changes.
It is capable of solving different types of problems and

obeys specific mathematical rules.

At the same time the

formula does not provide the same specific solution repeatedly.

It may be used to acquire different solutions within

a "class" of problems.

Given this concept of methodology,

let me now explain how it was applied in this study

Description of Methodologies Used
Part of the intention of this dissertation was to
create a new methodology for analyzing the decision-making

process in

a

multi-level organization.

3 Thomann,

"Metamethodology:

In doing this the

An Overview.
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writer borrowed from existing methodologies that were developed outside of the field of decision-making theory.

Those

methodologies were Dr. Thomas Hutchinson's recently developed
Metamethodology, historiography, and chess.
A.

Metamethodology as Used in This Study

At the beginning of this study the author knew he

wanted to examine in some way the interaction between individuals and "institutions."

He thought this might mean

examining how decisions were made, but he wasn't sure.

He

was initially afraid of developing a focus that either
favored a structural, organizational perspective that ne-

gated examining individual behavior, or one that favored an

individual single-person perspective that did not adequately

represent organizational forces.
He was sure that he wanted a method of data collection

that would allow analysis of both precise and imprecise data,

and that would allow him to gradually build a model as his

thoughts and perceptions focused.

The author did not want

want to
the data to shape the model, but neither did he
data availstructure the model a priori, irrespective of the
to find,
Since he was unsure of what data he was going
he wanted to build
and was unsure of the measuring instrument
he attempt to pull to
Dr. Thomas Hutchinson suggested that

able.

gether his thoughts by using the Metamethodology.

.

.
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At this critical point of indecision the writer began
to employ the Metamethodology.

The following is a descrip-

tion of the application of the Metamethodology and its con-

tribution to the methodology of this study.
These are the seven steps in the Metamethodclogy
Place the decision maker and methodologist in
contact with the problem.
Determine the purpose around which a methodology
is to be developed.
Test the purpose against the criteria of desirability, operationability practicability,
and other possible methodologies.
Outline the methodology; analyze and organize
the implications.
Operationalize the purpose.
Design the methodology.
Field test the methodology

"1.

"2.
"3.

,

"4.
"5.
"6.
"7.

This, of course, is a broad outline and there are sev-

eral sub-steps that will be presented in the description of
its use in this study.
1.

"Place the methodologist, decision maker and
problem in contact."

The writer was introduced to the Metamethodology in the

summer of 1972 when Mr. Lehan discussed his confusion with
Dr.

Hutchinson.

Since Mr. Lehan was both methodologist and

decision maker, all three were then in contact.
2.

"Determine the purpose around which a methodology
is to be developed."

the proc
Several purposes were stated at this point in
Metamethodology would
ess in the hopes that the rest of the

Hutchinson, Jim Thomann, ''Metamethodology,
Draft V," June 15, 1972.
^ Thomas

,
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help in sorting out which one(s) the author felt most strongly
about.

The purposes were:
to examine the interaction between individuals
and institutions in order to see how individual
actions are interpreted as actions taken by an

"

institution.
"--to examine Mr. Lehan's experience at the Addiction Services Agency.
"
to examine how decisions were made at ASA.
"
to write Mr. Lehan's dissertation.
"
to examine organizational communications at ASA.
"
to develop a method for writing a dissertation.
"
to postulate some tentative hypotheses concerning
organizational behavior."^

—
—
—
—
—

The original purposes were not necessarily complementary and addressed a wide variety of needs.
3.

"Test the purpose of the methodology against
the criteria of desirability, operationability
practicability, and other possible methodologies."

A.

Desirability

The desirability of the purpose may be tested by asking:

"Will the methodology accomplish something people want

and will use?"

The answer is yes.

At least one person, the

writer, felt that a methodology designed to meet any or some
of the above purposes would be useful.
B.

Operationability

The operationability of the purpose may be tested by
asking:

"Can the purpose be made operational and understood?

behavioral
In attempting to translate the purposes into a
be
level it became apparent that one of them could not

^Author's files.
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realized within the resources of this study.

The author

could not think of a feasible way to test "the interaction
between individuals and institutions in order to view the

transposition of individual actions into institutional
actions."

A few of the purposes were so general that it was
extremely simple to make them operational.

The purposes of

writing Mr. Lehan's dissertation, of developing

a

method for

writing the dissertation, and examining Mr. Lehan's experience at ASA seemed easily achievable.

The remaining purposes seemed both practical and some-

what complementary.

The purposes of examining the decision-

making process at ASA and postulating some tentative
hypotheses about organizational behavior all seemed vague
enough, yet specific enough to be achievable given the time

and resources of the writer.

Separately or together they

were understandable and seemed suitable to be made operational
on a rudimentary level.
C.

Practicability

The practicability of the purpose can be tested by asking:

resources
"Can the methodology be developed, given the

present, and can it be applied practically?

practicality has to be broken down

a

The concept of

bit further to answer

this question.
for doing this.
Dr. Hutchinson suggests three methods

He suggests that one:

,
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"!•

"IT.
"III.

Answer the question yourself in terms of:
"a) Is methodology practical given the purpose?
"b) Is the purpose practical once methodology
is developed?
Get diverse groups to answer the question
Recycle and revise where necessary.
.

The author used the first method only.

.

.

This was diffi-

cult though, because the purposes were rather general and
the methodology was nonexistent.

Working with what definite

information existed, the writer, with the help of Dr.
Hutchinson, forged the collection of purposes into three

basic ones:
I.

II.

III.

To write a dissertation.
To develop some hypotheses about organizational
behavior by examining the decision-making
process through analysis of communications.
To examine Mr. Lehan's experience at ASA.

Given the elementary nature of these purposes it seemed
likely that a methodology could be developed.

Both the

author and Dr. Hutchinson felt that the rest of the Meta-

methodology would prove helpful in developing

a purpose,

especially Step IV.
D.

Are existing methodologies insufficient?

The author reviewed some decision-making literature,
organizational
some systems analysis literature and some
He WdS
no.
theory literature before arriving at a tentative
political science and
already acquainted with the fields of

"Metamethoaology
^Thomas Hutchinson, Jim Thomann,
Draft V," 1972.

7

22

philosophy, and was aware of no complete methodologies that

accomplished what he wanted.

As Metamethodology was not a

methodology itself and provided a path to follow in developing other methodologies, it could not be considered a com-

plete methodological solution to this study so the answer
to the question is yes, existing methodologies were insuf-

ficient.
4.

"Outline the methodology; analyze and organize
the implications."

The fourth step of metamethodology is designed
to produce the skeleton outline of the methodology.
First, the methodologist analyzes the implica.
.
.
tions of the purpose and then organizes these implications into a rational order of steps. This is
done because it produces the first approximation of
the gross methodological elements.

The method suggested by Dr. Hutchinson for "analyzing
the implications" is fascinating.

The complete process as

it existed at the beginning of this study was:
"

[4]

Once all answers to III are yes, then analyze
implications of the purpose for the development of methodology (This is a way of identifying the attributes that the methodology must
have.)
Use following method to analyze implica"A.
tions (Hutchinson says 'Problem implies
In this case, the
its own solutions.'
supplies first
purpose
implications of the
elemethodological
approximation of gross
ments
"1
Imagine and write down in what ways
a)
you could fail to accomplish the
purpose.
Imagine and write down in what ways
"b)
you can accomplish the purpose,
avoiding all the problems.
.

7

Thomann,

)

"Metamethodology:

An Overview.

.

23

Imagine the purpose being accomplished,
write down what is happening.
"d) i) For each element determined thru
b + c, determine all the possible
alternatives to accomplish the
purpose.
M
ii) Combine two lists into one:
turn
alternatives from a. around so
they fit together with list from

"c)

d. i)

”iii) Test the completeness of above
list using one or more of the

following methods.
"1) Ask others to do steps a - c.
"2) Think up alternatives which
have nothing to do with this
purpose and consider whether
they do or not.
"3) Go back to list generated in
b and c, and consider whether
any of those should be on list
and add any new ones.
"4) Ask yourself if your alternatives have any alternatives
to them.

Ask what bad alternatives exist
that are not on this list and
how they could be changed to
good alternatives.
"6) Try to teach the methodology
to at least one person.
"2. If at this point you cannot choose one
of the alternatives on the basis that
there is some reason to believe that it
will best accomplish the purpose then
Otherwise combine all lists
do a + b.
with one list - where there
out
come
to
are alternatives choose one.
H
a) Determine your value system.
into a
"b) Use value system to turn list
alternatives.
positive
list of all
In other words if one of the alternatives is one that is contradictory or
non-desirable use values to change it
"5)

so it is not.

"

b

order
Organize the attributes into a rational
of steps.
"1.

Determine which implications are not
necessary for the methodology (accomplis
list.
ing purpose) and strike them from

.

.)

8

.

.
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”8.

Determine which implications are contained in others and notes that.
Asks which implication would he/she
have to accomplish first in order to
accomplish the rest.
Write it out as first step.
Asks which implication would now be
first given the first one is accomplished
Write down as second step.
Do this process until all major implications are accounted for.
Order any substeps by cycling through

"9.

Check to see if order has logical flow

"2.
”3.

"4.
"5.
M

6.

"7.

3-7.

to it
"10. Check to make sure all implications are

stated procedurally
"11. Check completion of ordering by asking
others (at least one) to give an ordering of implications with explanation of
why, if possible, without showing them
This can be verbal or
his ordering.

written, depending on the resources
available
"12. Do a revised ordering based on responses
from 11.
t
"13. Give revised ordered list to others experienced in problem area and ask them
to critique it.
"14. Do a final ordering and write it out.
"C. Add in any steps or functions that are implied by the existing steps at the same level
of abstraction.
"D. Identify Anchoring Steps for Methodology
"(1. Putting Methodologist in contact with
problem.
"2. Testing if methodology has worked [then
recycle]
throughout
"E. Write out final list to be used
."
methodology
rest of
.

steps,
The author only needed to use the first four
la,

b,

c,

8 Tom

model.
and d, to construct the skeleton of the

Hutchinson and Jim Thomann, "Metamethodology,

Draft V," 1972.
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These four steps were repeated at least three times to refine the model, and complete the methodology.

The first time the steps were used, steps lc and Id

were particularly helpful.

The author was completely stumped

as to how to achieve the goals he had stated earlier.

Step

lc suggested to him that he work backwards from the goals to

the method of accomplishment rather than attempting to work

from the ground up to the goals.

Immediately it struck him

that the concerns for decision making, communication and

institutional-individual behavior (the latter being

a

purpose

previously dropped as too vague) could be folded together and
communications concerning decision making could be the focus.
"Imagining the purpose being accomplished" still caused
t

some problems, though, because all of the studies of communi-

cation the writer had seen were static, variable-controlled

experimental models and were not what he was searching for.
The writer imagined something that described how people com-

municated in an actual situation.
Continuing to "imagine the purpose being accomplished
and "determining alternatives to accomplish the purpose"

while reading literature from various fields, Mr. Lehan
uncompleted the model and basic methodology with seemingly

connected elements.

While reading and reworking the basic

occurred to him.
idea of examining communications two ideas
if the ta^k
A decision is much like a chess game and
,

then it doesn't
is to describe a decision-making process,

.

.
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necessarily have to be a static predictive model."
The first idea was so simple that it was overwhelming
at first.

Basically, three properties of chess seemed

applicable to an analysis of decision making.
1.

A chess match has an opening, middle game,
and end game

2.

Most often a chess match is a contest for and
maneuvering about certain squares in the middle
of the board.
That is, certain squares become
more critical than others as the game develops,
and how a player focuses or doesn't focus his resources on those certain heavily contested squares
usually determines his success or failure. Viewed
in this way, chess is obviously subject to structural analysis while at the same time any individual game will reflect the personalities of
Since there are many combinations
those playing.
of methods of attacking and defending spaces available to a player his selection of moves cumulatively
reflects his style of attack and defense.
t

3.

A chess match is composed of a series of interrelated and yet separate sub-matches. The outcome may be determined by a series of moves, or
The game may be composed
by one brilliant move.
of a series of delicate maneuverings or smashing
thrusts

These three properties of chess seemed applicable to
the decision-making process.

It struck the writer that the

traditional search, analyze, solve, and evaluate formula of
^nto
organizational theory could be rephrased and transposed
a decision-making context in this way:

"Build information

at the
systems, acquire information, exchange information

time of action, communicate the outcome."

That process

game wherein the
seemed similar to the opening of a chess
where they trade
opponents struggle for position; the middle

27

pieces; and the end when the game is usually finally won

or lost.
The properties of the chess game also suggested a

"decision unit" the author had been looking for.

Since

there are several possible ways of classifying decisions and

several possible "levels" of human action that could be used
for measuring decisions the author was unsure what consti-

tuted a decision.

actions?

Is it one action?

Is it a series of

Does a decision consist of a sequence of related

actions?

A chess match is a series of connected actions which
results in a victory, a tie, or a loss.

visible and decisive.

The outcome is

There is no ambiguity about it.

Since this study is an initial attempt at constructing a

larger theory the writer decided to employ in this study a

decision unit that, like a chess match, had a visible, unam-

biguous outcome.
Therefore, the decision unit used in this study is a
large one consisting of any number of actions which lead to
a tangible product.

This also facilitated the desire of the

author to categorize different types of communication within
a decision.

By enlarging the scope of the decision it was

possible to include different types of communications.

It

of
also freed the author from previous narrower concepts
of decidecisions and allowed him to look for other aspects

decision.
sions he might want to include within the

,
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In thus imagining the purpose being accomplished by

expanding the decision unit and remembering that the analysis was required to measure a process, motion, a framework

for structuring the inquiry was taken from Erik Erikson's

work

— the

matrix.

The life-cycle matrix that Erikson uses

in his work has been very successful in analyzing the static-

ness and motion of behavior.

9

This construct takes an indi-

vidual's whole life as its denominator and categorizes

activity within that framework.

Erikson chooses "critical

psychological decision points" and examines them in light of
his theories of individual growth.
a series of stages,

These theories include

each marked by a "type" of crisis.

Erikson has built a matrix ordering them, and analyzed behavf

#

ior in terms of the sequence of these crises.

In this way

the life-cycle matrix is similar to the analysis of a chess

match, in that it measures motion and isolates instances of

behavior.

At this time Erikson's matrix seemed to be a use-

ful tool for categorizing types of communication and as a

framework that identified single outcomes while not obscuring
smaller units of action and outcomes.

Erikson's framework also provided a means for reprewanted.
senting the time dimension in the way the author

The

concept of
coalescing of Erikson's framework, the writer's
(Middlesex,
Erik Erikson, Childhood and Society
Eight Ages
"The
Chapter
7,
Penguin Books, 1965).
England:
Erik Erikson
of Man," is especially helpful. Also see
Young Man Luther
9 See

.

.
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decision, and the idea of examining communication into the

model presented here took approximately six months and three
revisions.
1,

a,

b,

Each revision was a reapplication of Step IV,

c and d.

Each time the writer imagined the purposes

being achieved the model became clearer.

This concluded the fourth step of analyzing the implications of the purpose and organizing them into
set of steps.

rational

a

It was by far the most exciting process of the

entire dissertation and remains the most difficult to accurately describe.
5.

"Operationalize the Purpose."

Prior to describing how the model and purposes^ 0 f
the dissertation were made operational, the model is pre-

sented, on the following pages, so that the reader may more

easily understand the final steps in the creation of the
model.

The model itself will be discussed in greater de-

tail in Chapter III.

The operationalizations of the purposes of the dissertation and the model were achieved by extending the model and
the purposes into more specific, more precise, more measurable

terms.
way.

This translation of ideas occurred in the following
In operationalizing the model the writer listed all

10 The purposes being operationalized were:
to write a
organizational
about
dissertation; to develop some hypotheses
behavior by examining the decision-making process through
analysis of communications; to examine Mr. Lehan s experience
The purpose uppermost in the writer's mind was the
at ASA.
'

second one.
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Criteria II

Stage

Criteria III

There must be
a thorough information system that (a)
gathers all
necessary data
(b) relevant
to the statement of needs
at the appropriate time
and (c) explicitly identifies the
decisionmakers involved.

I

Information
Gathering

Stage IT

1

A definition

of the tasks
must be understood by all

Acting
Developing
Implementing
the
Decision

puj.

ticipating

dec?

Concurrent
consultation
must be possible at this
time to:

* ’.co-

makers at the
appropriate

«

Criter ia IV

b)

time
c)

actions
confirm expectations
request resources

Stage III

Communicating
Concluding

>

the

Acceptable
statements of
outcomes must
be communicated
to the participants and nonparticipants
interested in
the products

Decision

Fig.

1.

Decision-Making Model Matrix

)
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TABLE

1

OPERATIONALIZATION OF THE CRITERIA

Stage

Criteria

I

Gathering
Information

1.

There must be

Operationalization
Questions
1.

a thorough infor-

mation system
that a) gathers
all necessary
data

2.
3.

What was the necessary data?
Who determined it
was necessary?
Was it gathered,
and if so how?

relevant to
1. Was there a statement
the statement of
of needs?
needs at the time. 2. Was it explicit or
not? (This includes
content and method of
communication.
3. Who devised it, if
it existed?
Was
4.
it timely.

b)

Were the decisionmakers identified to
or by each other?
Were there different
levels of decisionmakers?

explicitly
identifies the
decision-makers
involved.

1.

Implied from
"there must be a
thorough information system"

1.

Did an information
system exist among the
decision-makers prior
to the gathering of
this information, or
did it require
building? In either
case what was the
quality?

1.

What was the task at
this point in the
process?
Is the task thoroughly
understood by the participants?

c)

d)

2.

above.

Stage II

Acting
Developing

A definition
of the tasks must
be understood by
all participating decisionmakers at the
appropriate time.
2.

2.

:

.

.

.

32

TABLE l--Continued

Criteria

Acting
Developing

Operationalization
Questions
3.

Were the decisionmakers in the same
time frame or not?
If not, what is the
effect?

1.

Is it possible for
the participants to

(continued)

Concurrent consultation must be
possible at this
time to
a) identify actions
b) confirm expectations
c) request resources
3.

2.
3

4.

5.

consult with each
other?
Were any parties
excluded?
What communications
were taking place?
Are they clearly understood by all participants?
Were any communications not taking
place?
Was the communication
timely?

Stage III

Concluding
Communicating

Acceptable
statements of
the outcomes
must be communicated to the
participants and
non-participants
interested in the
outcomes
4.

1.
2.
3.

4

What was the outcome?
How was the outcome
communicated?
a) Was there any
feedback indicating
the acceptability or
unacceptability of
the outcome?
b) How was it given?
Was there any response
to the feedback given?
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the possible questions that emanated from each of the model's

sets of criteria.

All of the possible ways data could be

gathered were also listed.

These two lists of questions

and methods were reduced to a manageable list given the

author's resources.

After applying the questions and acquir-

ing answers the writer reviewed the criteria and data gathering methods with Dr. Hutchinson.

Several gaps and

inadequacies were noted in the operationalization of the

criteria and the writer developed new questions to fill the
gaps.

These new questions were designed to acquire potential

data that Dr. Hutchinson thought the author had overlooked/
and to replace existing questions that were imprecisely
phrased.

This process required seven months and one complete

revision of the criteria.
In reviewing and discussing the criteria with others,

one or two gaps in the operational level of the criteria were

discovered and plugged.

Also, several other inconsistencies

in the author's thinking process were resolved.

In an earlier

draft the author suggested that he received no assistance
from the field of decision-making literature.

What was more

accurate was the assistance he drew from decision-making
indirect
literature was that of contrast and therefore of an
nature.

occurred in
The most important clarification that
resource limitations and
Step VI was that of explication of
The author
collection.
the historical nature of the data

H
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noticed, with some help, that he had repeatedly failed to

note the differences between "the ideal" model in his mind
and the one employed here.

This was corrected.

The author

had also failed to indicate that there was a set of his-

toriographical data collection principles that he was conscious of obeying.
6.

This too was corrected.

"Design Procedures"

Step VI provides for the further design of the
methodology.
Through this step at least some if not
most of the gaps are filled. This step is divided
into two basic sections
the identifi [cation]
of gaps
[and] a logical testing of the newly
developed substeps in terms of the internal logic of
the developed substeps and in terms of the whole
methodology by using the criteria produced in
step V.
.

.

.

.

.

.

Most of the designing of procedures to accomplish the
purposes was already done in the previous step.

The model

was already completed and operationalized in Step IV so this
step was used to fill in any gaps, clear up any inconsistencies and clarify any unexplained procedures.
7.

"Field test and then revise the purpose and/or
procedures if necessary."

The collection of data and writing of the dissertation
are the field test.

This is due to a limitation of resources.

Revisions will occur as the writer employs the model in other
situations and continues to write about decision making.

11 Tom Hutchinson and Jim Thomann,
Draft V, " 1972.

"Metamethodology
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As the reader can see, the development of this model,

dissertation and methodology was an eclectic and sometimes
bumpy process.

The use of the Metamethodology above was

essential for what continuity, structure and fluidness did
occur in this study.

It provided precisely the right amount

of conceptual cohesion without imposing traditional and

possibly irrelevant boundaries.

It allowed the author to

gather his widely scattered concepts.

It fostered the matura-

tion of the author's "inner logic" into a unified and testable
concept.

B.

Historiographical Contributions
to the Study

The field of historiography made a substantial methodo-

logical contribution to this study in that it provided

spective and method for collecting data.

a

per-

The perspective is

the most important contribution and helps to explain the

method of data collection so we shall discuss it first.
A researcher investigates, collects facts, presents
data and draws conclusions.

A skillful and purposeful writer

never
can present this process in so clear a manner that it

what
occurs to the reader to ask how the author did it, or
was his guiding principle in collecting data.

Alternatively,

in a manner
he can present his investigations and findings

and with
equally clear, open to the reader's inspection,

employed by the
obvious references to the creative pattern
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writer.

In either case the possibilities of selectivity of

data, unicue investigative methods, and alternative facts

cause one to examine the researcher's role and ask the question:

"What is the relationship between the organizing-

searching faculty of the seeker and the objectivity of valid
inquiry?"
The answer here has two parts; it

nature of the investigator and

(b)

(a)

comments on the

comments on the structur-

ing process of the information dispensed.

The author was acutely sensitive to both of these questions since he was an active participant in the events

described.

Therefore the philosophy stated here concerning

the role of the investigator should serve as a reference

point from which the reader may judge the author's credibility
and possible biases.

Furthermore, it is important to inspect the investigator's method of structuring information explicitly because
it is not self-evident in this study.

The Metamethodology

used to construct the methodology in this study does provide

feedback concerning the quality of the methodology being
developed, but it does not explicitly analyze the writer's
or
assumptions, prejudices, philosophical predilections,

personal vision of the universe.

These should be exposed so

investigator
that the reader may examine more fully the

reasoning process.

s
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It is also important to establish this
reference point
in this study because there are no other accounts
of these

events available.

Since it is impossible for the reader to

check the writer's selection or interpretation of events

against other accounts, it must be done against as complete
a

background of methodological explication as possible.
The Role of the Investigator
the historian cannot eliminate the personal
equation.
Of course no one can.
The universe
speaks to us only in response to our purposes; and
even the most objective constructions, those, let
us say, of the theoretical physicist, are not the
sole possible construction but only such as are
found most convenient for some human need or purpose.
The historian has to judge the significance of
the series of events from the one single performance,
never to be repeated, and never, since the records
are incomplete and imperfect, capable of being fully
known or fully affirmed. Thus into the imagined
facts and their meaning there enters the personal
equation.
The history of any event is never precisely the same thing to two different persons, and
it is well known that every generation writes the same
history in a new way, and puts upon it a new construction. 12
.

.

.

.

.

.

.

.

.

Raymond Aron adds another dimension to this thought.
He suggests;

Chacun est pour soi-meme l'etre a fois le plus
proche et le plus mysterieux. Les intentions de
ma conduite, mes habitudes, mon caractere, 1' autre
... La
les connait peut-etre mieux que moi
connaissance de soi est la type de connaissance a
.

12 Carl L. Becker, "What Are Historical Facts?" in The
Philoso phy of History in Our Time: An Anthology ed. Hans
Meyerhof f (Garden City, New York; Doubleday, 1959), pp.
,

131-132.

.
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la fois le plus incontestable et le plus
difficile
a penser, parce qu'elle nous impose le fait
de la
solidarity premiere entre le sujet et l'objet.

Les analyses
devraient seulement
mettre a leur place les formes diverses que prend
la connaissance de soi, preciser ainsi les relations
du pense au vecu, du moi et des autres et situer
1* effort de retrospection et d'histoire dans le
mouvement par lequel 1 individu vivant apprend a
se connaitre en reconnaissant le monde humain.13
.

.

.

.

.

.

;

1

What both Aron and Becker are saying to this writer is
that in presenting facts one must be aware of the personal

interpretation which occurs in selecting dates, events,
issues and recorded material.

They are saying that one must

be conscious of one's personal values, one's generational or

environmental values, and of the mental constructs through
which one views history as activity.
The author has already stated his personal biases and
the framework through which he is analyzing the data selected

to be in this study.

It then remains for him to explain how

he selected the data used as background and case study

material
The Method Used to Structure Information
In selecting the material to be presented in this study

two processes were employed.

One of the processes has al-

ready been discussed; that is the sifting of events through
the criteria of the model.

But prior to that another sifting

l'h is13 Raymond Aron, Intr o duction a la philosophie de
53.
p.
Librairie Gallimard, 1948)
toire (Paris:
,

39

took place.

The author consciously and subconsciously se-

lected material to sift through the model.

It was obviously

impossible to present all of the reality that occurred during
this study, so the following rules of thumb were used in
"pre-

sifting

through the daily occurrences of the period under

discussion to decide which material to present.
Simply put, the author looked for significance and

interconnectedness.

The author focused on those events which

appeared to be connected to other events and statements.

He

also looked for material that caused activity or was seen by
the participants as significant.

He also looked for material

that might be of significance to his future theory of decision making.
This need for awareness by the author is best stated
in Erik Erikson' s description of the complexity and enormity

of the amount of data needed for an accurate understanding of
a

Erikson says that traditions and institutions

situation.

are inextricably involved with writers and their subjects

and need to be explicitly stated.

This viewpoint is deeply

shared by this writer.
Erikson,

in describing the lack of methodological under

standing in the field of psychoanalysis, states:
This is the reason why the fragments of case hisflutter around in increasing numbers
tories
like lost bats in the daytime. ...
We cannot even begin to encompass the human life
cycle without learning to account for the fact that
a human being under observation has grown stage by
stage into a social world; this world always for
.

.

.
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worse and for better, has step by step prepared
him an outer reality made up of human traditions for
and institutions which utilize and thus nourish
his
developing capacities, attract and modulate his
drives, respond to and delimit his fears and fantasies, end assign to him a position in life appropriate
to his psychosocial powers.
We cannot even beqin
[emphasis mine] to encompass a human being without
indicating for each stage of the stages of his life
cycle the framework of social influences and of traditional institutions which determine his perspectives on his more infantile past and on his more
adult future. 14
Review of the Literature
Introduction
The purpose of this summary of the literature is to pro-

vide a context for this study within the framework of decision-

making theory.

A second purpose is to provide a context for

decision-making literature within the framework of organizational theory literature.

This chapter will contain the

following three sections:

First a brief description of the interdisciplinary nature of the study of decision making will be presented.

The

second section will consist of a review of the history of the

development of decision making especially within organizational and administrative literature.

The third section will

review four major studies that contributed to the organizational and administrative field of decision making.

This

14Erik H. Erikson, Young Man Luther: A Study in Psycho
analysis and History (New York: Norton, 1962), p. 20.

)

6

.
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section will discuss their relationship to this study.

This

will provide a specific context for this study.

Overview of Decision-Making
Literature
It is impossible to review decision-making literature

as one body of literature.

It is much more accurate to treat

decision-making literature as

a

series of clusters or as a

network of interconnected groups of somewhat separate fields
of research.

*

If diagrammed the existing body of decision-

making literature might look something like the following
diagram.

(The solid double lines represent a more substan-

tial relationship between the various fields than the dotted

lines

.

In the past those writers concerned with how decisions

are made rarely ventured outside of their discipline, and

attempted to construct models and theories within their own

disciplinary concepts and boundaries.

15

Today, however, many

writers are collecting materials, looking for links and borrowing freely in interdisciplinary attempts to build a broader,

independent paradigm of decision-making theory.

1

ISFremont Shull, Jr., Andre Delbecq, and L. Cummings,
Organizational Decision Making (New York: McGraw-Hill,
1970)

,

p.

16 Ibid

37.

.

,

p.

42
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(This diagram only represents those portions of those

disciplines that are related to decision-making theory, not
the entire disciplines.

Neither does the diagram illustrate

the relative amounts of research in each field.)

^

.
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Those major disciplines which have historically
been

most concerned with developing

a

systematic decision-making

theory are economics, political theory, and psychology.

in

recent years other areas of study such as cybernetics, organizational theory, administrative theory, industrial management theory and communications theory have grown rapidly
in their attention to decision-making theory

.

These disci-

plines have broadened the focus of inquiry from the economic
"rational man" and the state as the only decision-making unit
to include non-rational social factors and organizations as

decision-making units and participants.

1

ft

This will be dis-

cussed in more detail later.
Before proceeding to provide an overview of decision-

making literature and then go into the organizational portion
of it, a definition of what constitutes the field of deci-

sion making should be offered.

Decision-making literature

is concerned with the study of the human process of making

choices.

That definition may seem somewhat simplistic, but

the fact is that the subject is so broad, the field is so
new, and the approaches of the various disciplines are so

different in technique that that definition is the only one

applicable to all.

^Ibid.

,

p.

46

^®Ibid.

,

p.

23.

.
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In the last fifty years man's
choices have been studied

from a variety of perspectives.

With the rise of science and

the development of the scientific method,
the growth of large

organizations and the increased study in the
field of economics certain perspectives have been found
to be more useful
and more precise than others. 19 For example,
the
bulk of

decision-making theory's development has taken place in
the
field of economics and not in history.
Historians have

not

been, per se, interested in predicting the future, while

economists, and until recently decision-making theorists,
have been traditionally concerned with making economic forecasts that predicted human behavior.

9

However, other disci-

plines such as political science, cybernetics, and

organizational theory have borrowed techniques from economists and are now much more concerned with the prediction of
human behavior, and consequently decision making.

Given the scattered and interdisciplinary nature of
the field the following one-dimensional overview is provided
so that the reader may understand the following explanation
of the development of decision-making literature.

While it

is only one way of viewing decision-making literature it is
a

convenient one since all of the literature does fall into

one of the two categories.
19 Alexis and Wilson,

Anthology (New York:
20

Ibid

.

,

p.

30

Also it is not difficult to

Organizational Decision Making:
Praeger, 1968), p. .25.

An

,
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distinguish
cates,

a

normative theory that tests, evaluates, or advo-

from one that simply describes.

The literature [on decision making] can be divided, roughly, into two types.
The normative and
the descriptive.
With a few exceptions, both types
see the individual as the center of decision.
The
first type, the normative, has been dominated by
economists (lately also statisticians) and has been
concerned with the rules of rational choice. The
second type has been dominated by those psychologists
who have used a decision-making approach to try to
explain individual behavior. 21

The Development of DecisionMaking Theory

The development of decision-making theory can be de-

scribed in terms of the evolution of the decision unit.

As

organizational administrative theory broadened its decision
units from solely the state and the individual to include
(the corporation, an ethnic group, a labor union)

other units

decision-making theory grew to fit these categorical changes.
Early organizational theory classified man as generally
malleable, as a passive agent of the organization.
Man was considered a homogenous resource responding for relevant predictive (theoretical) purposes,
rather singly and exclusively to economic stimuli.
Within this conception, interest in decision making
was evidenced by normatively stated economic prescriptions for the decision unit the firm. The
assumptions were made that knowledge and information
were nearly perfect, and that sensitivity and identification with the organization were almost complete.

—

^ibid.

,

p.

15

.

2^Ibid.

,

p.

45

.
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This view held sway, even after the Hawthorne
experiments and was held coincidentally with the scientific
management viewpoint, best demonstrated in the work of
Frederick
Taylor.

Taylor, recognizing the necessity for specializa-

tion in large organizations, implicitly attributed more indiand choice-making capabilities to economic man

than were previously.

Man was still primarily thought of as

machinery in a scientific management theory, but he was now
considered

(a)

a precious resource, and

(b)

subject to physi-

cal limitations, and therefore worth consideration as a physical entity.

This recognition of man as a physical being suggested that he might respond to changes in the physical environment, such as to changes in heat, light
and noise.
The testing of this hypothesis resulted
in the unreeling of another dimension of man:
that
he is a sensitive social creature, although acting
in terms of his vocational pursuits.
The acceptance
of these findings, as compared to earlier conceptions,
suggests that man is not a simple econo-technical
stimulus response mechanism, but that he intrudes
mediation between a change in the stimulus field and
his actions. Moreover, relevant and viable aspects
of the stimulus field are social in nature, while
the mediation process itself is influenced by social,
With recognition given
[non-organizational] forces.
to the socio-emotional nature of man, and since not
all social forces are necessarily congruent with formal dictates of the organization, it can be said that
these forces can become organizationally dysfunctional. 2 3

While this new conception of working man was substantially different, it was only a subtle change from previous
23 Richard Johnson, Fremont Kast, and James Rosenzweig,
The Theorv and Manag ement of Systems (New York: McGrawHill
1967)
p. 103.
,

,

.
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thinking.

And so it was not until the late 1940

's

that these

assumptions were fully grasped and translated into commonly

understood principles.
•

With the translation of Max Weber’s

the publishing of Herbert Simon's Administrative

Behavior and Talcott Parsons's The Social System

,

political,

administrative and organizational theory began to recognize
the implications of man as a "non-rational" choice maker.

A

brief presentation of the central points from these four

works that have contributed to the development of decision-

making theory will be useful here.

These points provided the

bases for the development of much of today's decision-making
theory, and serve as a general theoretical context for this

study

Max Weber, approximately seventy years ago, examined

man's behavior in terms of institutional authority, religious
or spiritual forces, and "economic rationality."

His work

went unnoticed in this country until its translation, and
since then has affected modern thinking in two ways.

First

it stimulated thinkers such as Talcott Parsons and Eric

Vogelin in specific ways to broaden the sociological spectrum
of discourse to include new concepts of institutional struc-

tures, power, and social development.

Secondly his work

generated a great deal of general debate within other academic disciplines and among non-scholars.

Weber's work on

bureaucracy provides an excellent example of this twofold
impact.
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Bureaucracy is just one segment of an enormous
work.
Economy and Society which attempts to understand
western
,

civilization in terms of religion, institutional structures,
and economic rationality.
an_d

In Chapter 6, Vol.

I

of Economy

Society Weber laid out an "ideal type" or pure definition

of bureaucracy.

The substance, breadth, and "ideal" nature

of the definition are causes for both misunderstanding and

continued use in debate.
Weber's thoughts on bureaucracy are detailed, sometimes
precise, and sometimes overlapping.

They were cast in the

mold of an "ideal type" which in turn is linked to his concept of "rationality."

Rationality, for Weber, meant an

absence of the sacral, mythical, personal values of a society,
and the dominance of economic, technical, impersonal, solely

materially oriented values within a society.

Bureaucracy

was the institutional personification of the concept "rationality.

"

The decisive reason for the advance of bureaucratic
organizations [Weber wrote] has always been its
purely technical superiority over any other form of
organization. The fully bureaucratic mechanism compares with other organizations exactly as does the
machine with non-mechanical modes of production. ^4

Weber perceived "rationality" and bureaucracies as becoming
He feared that as bureaucracy

forces in modern society.

gained as an organizational mode, it would overwhelm

^ Economy

and Society

,

Vol.

Ill, p.

973.

.
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traditional, more beneficial, aspects of society.

^

This

intellectual context is important to establish a proper

understanding of the description of bureaucracy, for it
is
only partially accepted in this study.
The basic characteristics of Weber's concept of bu-

reaucracy are the following:
IThere is the principle of fixed and official
jurisdictional areas, which are generally ordered by
rules, that is, by laws or administrative regulations.
1.
The regular activities required for the purposes of the bureaucratically governed structure are
distributed in a fixed way as official duties.
2.
The authority to give the commands required
for the discharge of these duties is distributed in
a stable way and is strictly delimited by rules concerning the coercive means, physical, sacerdotal, or
otherwise, which may be placed at the disposal of
officials
3..
Methodical provision is made for the regular
and continuous fulfillment of these duties and for
the execution of the corresponding rights; only persons who have the generally regulated qualifications
to serve are employed.
In public and lawful government these three elements constitute 'bureaucratic authority.'
In private
economic domination, they constitute bureaucratic
'management.
Bureaucracy, thus understood, is fully
developed in political and ecclesiastical communities
only in the modern state, and, in the private economy,
only in the most advanced institutions of capitalism.
II.
The principles of office hierarchy and of
levels of graded authority mean a firmly ordered system of super- and subordination in which there is a
supervision of the lower offices by the higher ones.
Such a system offers the governed the possibility of
appealing the decision of a lower office to its higher
authority, in a definitely regulated manner.
The management of the modern office is
III.
based upon written documents ('“the files") which
'

,

^Donald
Chap.

5.

g.

Macrae, Max Weber (Viking Press, 1974),

,
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pr ese rve d in their original or draught
form.
0f fice management, at least all specialized
office management and such management
distinctly
modern— usually presupposes thorough andis expert
training.
This increasingly holds for the modern
executive and employee of private enterprises, in
the same manner as it holds for the state
official.
V.
When the office is fully developed, official
activity demands the full working capacity of the
official, irrespective of the fact that his obligatory time in the bureau may be firmly delimited.
In
the normal case, this is only the product of a
long
development, in the public as well as in the private
°fffce.
Formerly, in all cases, the normal state of
a ff a rs was reversed:
official business was discharged as a secondary activity.
VI.
The management of the office follows general rules, which are more or less stable, more or
less exhaustive, and which can be learned.
Knowledge of these rules represents a special technical
learning which the officials possess.
It involves
jurisprudence, or administrative or business management 26

—

i-

.

While the above description borders on repetitiveness,
its strength lies in its thoroughness.

same point

— authority

Weber approaches the

and standardization of task

— from

dif-

ferent angles until he has thoroughly described his concept.

Weber balances his concept of bureaucracy against an equally

developed and powerful "type"--charisma.

Charismatic leader-

ship, as Weber intended it, is a concept of organization

opposed to patriarchal authority, organized activity, and

ordered economic forces.

Pure charismatic leadership is not

concerned with economic success, even when the leader's goal
is the acquisition of goods.
26 H.

An example of this behavior is

Gerth and C. Wright Mills, eds.. From Max Weber:
Essays in Sociology (New York: Oxford Univ. Press, 1S58)
pp. 196-198.
H.

.
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a pirate.

According to Weber the pirate is much more
interested in acquiring booty and a reputation,
than he is
with

maintaining the booty.
[Pure charisma] is the opposite of all
ordered
economy.
This also holds, indeed precisely, where
the charismatic leader is after the acquisition
of
goods.
Charisma can do this because by its
very nature it is not an institutional and permastructure but rather, where its "pure" type
is at work, it is the very opposite of the
institutionally permanent. 2
^

.

.

.

,

'

Weber balanced the
P ure

"pure''

concept charisma against the

concept bureaucracy in order to forge his concept of

rationality.

As building blocks in a theoretical system,

bureaucracy and charisma were to Weber mixtures of hard data
and theoretical absoluteness.

At times he used the terms to

refer to specific situations, and at other times he used them
in a universal sense to refer to all institutions.

Because

of the breadth and ambiguity of the terms the author acknowl-

edges the concepts, and their influence on his thinking.

At

the same time he should note that the assumptions made about

bureaucracies in this study were of

a less

than Weber's description of bureaucracies.

specific nature
The portions of

Weber's definition of bureaucracy concerning goals, written
records, training of personnel, and the necessity for written

regulations are assumed by this study as characteristics of
organizations.

But they are not assumed in the same precise,

"pure" way that Weber posited them.
27 Ibid

.

,

p.

248

The author also does not

.
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share the non-humanistic implications of Weber's
work.

in

focusing on hierarchical structures, official
roles of individuals, impersonal and highly regulated decision-making
patterns, Weber implicitly negated the value of the individual.

For example, he failed to discern authority gained

neither by regulation nor personality, but by technical expertise.

It remained for others to examine the less "struc-

tural" aspects of organizations.

At approximately the same time that Weber’s work was

becoming known, Herbert Simon's Administrative Behavior was
published.

In it Simon broadened the theoretical base of

administrative study far beyond Frederick Taylor's scientific

management framework.
a

In his effort Simon attempted to build

comprehensive theory of administration detailing every

possible occurrence from an individual's process of abstraction to a communication system for the entire organization.
In the first few pages of Administrative Behavior he

provided a major contribution to administrative and decision
theory by broadening the scope of inquiry with these sentences.

A general theory of administration must include
principles of organization that will insure correct
decision making, just as it must include principles
Insight
that will insure effective action.
organization
of
an
into the structure and function
can best be gained by analyzing the manner in which
employees are
the decisions and behavior of
influenced within and by the organization 28
.

.

28 Herbert A.

Simon

&

.

.

.

.

Simon, Administrative Behavior
Schuster, 1948), p. 3,

(New York:

.
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Simon succeeded in broadening the bases
for administrative theory and strengthening decision
making as a valid
arena of study.

He was aided, of course, by the rapid

growth of corporations and public organizations,
and the end
of World War II, which according to Friedrich
Heer marked
the beginning of the 20th century.^ 9

Heer argues effectively

that after World War II one's neighbors were not only from

Kansas or New York, but from France, England and Hawaii.

Furthermore

,

the government and businesses were involved

with foreign nations such as Greece, West Germany, Japan
and Russia on a daily basis.

This increased consciousness

of other nations, of development of international corpora-

tions, was not responsible for the success of Simon's

theories, but they provided a context for a changing orien-

tation and conceptualization of man and organizations.

In

this view it can be argued that Simon was not a prophet but
an interpreter of what was going on around him.

His theories

reflected both an actual and potential integration of man
and organization into more complex theoretical and practical

frameworks
At approximately the same time Talcott Parsons's
thoughts were moving in the same direction.

Parsons was, in

the words of Karl Deutsch, taking the various concepts of
29 Friedrich Heer, The Intellectual History of Europe
Doubleday, 1968) , p. 281.
Vol. II (Garden City, New York:
,
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power and rephrasing them in terms of smaller subnational
units.

Comparing Parsons to another major social theorist,

Karl Deutsch said:
Dahl has opened the way to the quantitative measurements of power in certain types of situations.
Las swell has put power into the context of a network
of other possible base and scope values, and has thus
clarified its meaning over a wide range of conditions.
Talcott Parsons ... is taking the next step. He is
putting power into the dynamic context of a flow of
interchanges between the main functional subsystems
of society; and in so doing, he has perhaps opened a
path to a more fundamental reinterpretation of power
than has been possible since the days of Hobbes and
Locke 30
.

Parsons's concern with social systems and the manner
in which he interpreted social elements had an enormous

effect on the sociological and organizational thought that
came after him.

His work gave credibility to new units of

social analysis, such as the household as

a

group preserving

unit, and culture as a benchmark for social institutions.

Man^ other writers participated in this rapid expan-

sion of social conceptual techniques, but the three mentioned

above are perhaps the best examples to illustrate my point.
In the late 1940's political, administrative and organiza-

tional thought expanded their basic modes of classification
in several directions to integrate several previously sepa-

rate conceptual units of study

— the

nation, the individual,

organizations, culture, the household and many others.
Theill, Decision Making and Management (New
Prentice-Hall, 1964), p. 75.

30 Henry J.

York:

.

The development of these conceptual
units broadened
and "flattened out," as it were, the
scopes of organizational,
political and administrative inquiries which
subsequently

provided fertile ground for research in the area
of decision
making

Review of Decision-Making Literature
Pertinent to the Context
of this Study
The field of decision-making theory as a new and forma-

tive area of study retains many of the divisions of the disci-

plines contributing to it.

As any paradigm in the early

stages of development, it appears at times to display more

characteristics of dissimilarity than similarity.

This is

certainly true of the decision-making theory that has been

developed in the disciplines of political science, organizational theory, and administrative theory.

What March and

Simon said in 1958 about organization theory literature is
true today regarding decision-making literature.

Any attempt to bring together this scattered and
diverse body of literature into a coherent whole must
surmount two problems. The literature leaves one
with the impression that after all not a great deal
has been said over and over in a variety of languages.
Consequently we require a serious effort toward the
construction of a common language.
The second problem is that there is ... a great
The
disparity between hypothesis and evidence.
literature contains many assertions but little evidence to determine by the usual scientific standards
.

—

.

.
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of public testability and reproductibility
whether
these assertions really hold up in the
world
of
fact. ~>1

—

This disparity negates the possibility of

a

detailed

review of the literature and requires the author
to concentrate on that work which most directly or indirectly
con-

tributes positively or negatively to the methodology of this
study.

A second reason for a selective review of the litera-

ture is the difference in methodologies.

This study is pri-

marily concerned with the quality of communications occurring
during a decision.

This study assumes that the quality of

the decision can be seen through the quality of the communi-

cation as well as the outcome.

Having made this assumption

and having designed an information collector, the measurement
of behavior in the traditional sense is not properly the sub-

ject of this inquiry, the examination of communication is.

Since almost all of decision-making theory this writer has
seen attempts to measure action with little consideration of

communication per se, that literature will not receive detailed attention here.

Rather, the writer will devote what

limited time and space he has to that literature which discusses communication as an integral part of their decision-

making theory.

The writer is not suggesting that communication

is not a behavior or action.

He is suggesting that the ma-

jority of the studies he has reviewed either

(a)

classify

James March and Herbert Simon, Organizations (New York:
Scribner, 1958), p. 15.
3^-
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communication and behavior as two separate
categories or
(b) regard the process of communication
as secondary

and

coincidental to other activities.

The primary emphasis

placed upon the process of communication in this
study has

produced a significantly different methodology that separates this study from those others.

The author would like to present here the four works
in particular that have devoted considerable attention to

the communication process within their decision-making frame-

work.

These works will provide the specific context in

which to place this study.
istrative Behavior

,

They are Herbert Simon's Admin-

Karl Deutsch's The Nerves of Government

James March and Simon's Organizations

,

,

and Shull, Delbecq,

and Cummings's Organizational Decision Making

.

These, of

course, are not the only pieces of literature that consider

communication as a part of the decision-making process.
However, they are both representative and perhaps the clear-

est works presenting communication as an integral part of
the decision-making process.

Simon, Deutsch, and March and

Simon examine the functions and implications of organizational communication in a powerful and fundamental way.
Shull, Delbecq and Cummings, in surveying and reviewing the

developments made in decision-making theory, describe the

present efforts at examining communications.

Like Simon and

Deutsch, Shull, Delbecq and Cummings consider communication
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as organizational behavior and
therefore as a legitimate area

for exploration.
As was mentioned before, decision-making
literature
is either normative or descriptive.

The bulk of the litera-

ture is also either structural or
motivational, and is deductive in attempting to build complete
administrative theories,
fhe literature will be reviewed from the
perspective
of

these three categories because they provide a
set of unifying
concepts and are more precise than the simple normative-

descriptive categorization.
Let us begin with March and Simon's Organization s and

build a pattern of evidence showing the normative, deductive

qualities of their studies before stating the areas of com-

monality between this study and the other four.
The basic deductive approach and normative direction
of the four studies are perhaps most clearly seen in the

objectives of Organizations

.

When we
conclude our study ... we will have
completed the main tasks we set for ourselves:
1.
to eliminate, one by one, the artificialities
of the classical description of the employee
as an instrument;
to replace this abstraction with a new one
2.
that recognizes that members of organizations
have wants, motives, and drives and are
limited in their knowledge and in the capacities to solve problems. ^2
.

.

.

The entire book is consistent with these purposes.
It consists of a review of previous organizational theory
32 Ibid.

,

p.

136.
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literature, a section concerning individual
motivational
factors, and a section concerning the concept of
rationality.
In these sections the book attempts to demonstrate
that a

single view of man is more correct than another's.

It does

not simply describe, but describes and advocates one set of

theories over others.
The book represents both a departure and

tion of classical organization theory.

a

continua-

Man as a passive

instrument was rejected, but man as the unit of study was
maintained.

The concept of complete information and eco-

nomic rationality was discarded, but the new boundaries of

rationality were not radically different.

The "artificiali-

ties of the classical description" are eliminated but the

methods and concepts of risk, probability, certainty and

uncertainty are retained.

In their own review of the litera-

ture, Simon and March state that there are basically three

One

formats for propositions of organizational behavior.

proposition is that employees are- passive instruments,

a

second assumes that organizational members have attitudes,
values, and goals, and finally that organizations and ration-

ality should be studied.

They state that they are building

on all three sets of assumptions and methodologies.

There is nothing contradictory among these three
sets of assumptions. ... An adequate theory of
human behavior in organizations will have to take
account of the instrumental aspects of human behavior, of the motivational, and of the rational.
.

.

•

.
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Wg sh 3.ll usg all three models then as our primary
basis for sorting out propositions and organizing
existing knowledge. 33
The authors by their acceptance of the validity of

these assumptions partially commit themselves to the general

properties of previous organizational literature.
themselves to the deductive method

,

They com-

the normative super-

structure of the work, and the motivational or structural

viewpoints of individuals and organizations.
Simon's Administrative Behavior

,

Deutsch's work,

and Shull, Delbecq and

Cummings (as writers of a summary) also accept these assumptions

.

Deutsch also assumes these norms but from
perspective.

In The Nerves of Government:

cal Communication and Control

,

a

different

Models of Politi -

he is concerned with develop-

ing a national and international theory of politics.

In

doing so he builds his theories primarily on his own philosophy, cybernetic models, engineering models and economic

models of thought developed in the 20th century.

He built a

rational and motivational theory of individual behavior, and
a political theory describing a national system.

The na-

tional model, which may be applied internationally, is an

aggregation of individual behaviors.

The style of this

aggregation is what gives his theory of politics its substance.

33 Ibid.

,

pp.

5-7

:

.
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Comparing his theories of politics with others, Mr.
Deutsch
states

Men have long and often concerned themselves
power of government, much as some observers
try to assess the muscle power of a horse or an
athlete.
Others have described the laws and institutions of states, much as anatomists describe the
skeleton or organs of a body. This book concerns
itself less with the bones or muscles of the body
politic than with its nerves its channels of communication and decision. This book suggests that
it might be profitable to look upon government less
as a problem of power and somewhat more as a problem
of steering; and it tries to show that steering is
decisively a matter of communication 34

wi'th the

—

.

Deutsch develops his theories largely within the frame-

work of cybernetics.

Cybernetics is the systematic study of

communication and control in organizations, and heavily
utilizes computers and statistical models.

The studies and

units of measurement used in the field of cybernetics are

somewhat similar to Frederick Taylor's concepts in that they

consist of lowest common denominators, predictable and
.

mechanical models.

35

Deutsch borrows the mechanical artificial jargon of
cybernetics and in a sense breathes life and motion into it.
For example, two extremely important concepts in his book
are information and learning.

Note the structural and

mechanical nature of his descriptions of them.

34

35

Karl Deutsch, Nerves of Government
Ibid.

,

p.

265

,

p.

xxvii.

,
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Generally information can be defined as a patterned distribution, or as a patterned
relationship
between events. 36
L

On learning:

Ihe ability of any political decision system to
invent and carry out fundamentally new policies to
meet new conditions is clearly related to its ability
to combine new items of information into new patterns, so as to find new solutions that may be improbable in terms of their likelihood of being
discovered but relevant once they are discovered
and applied.
[The learning process] can be studied either in
structural or in quantitative terms. From the viewpoint of structure, the study of existing facilities
can lead us to estimate possible or probable performance.
Thus the probability of novelty and the capacity for learning depend to some extent on the size
of the ensemble of possible recombinations of separate
items of information, and material internal resources.
In this sense learning capacity in organizations depends on the range [of] internally available recom37
binations of knowledge, manpower and facilities;
.

.

.

These distinctions are central to Mr. Deutsch's theory
and they are excellent examples of the normative, deductive

qualities of his work.

He prescribes behaviors.

He cites

no specific cases demonstrating that what he is describing

has taken place, and implies that this description applies
in all organizational situations.

Shull, Delbecq and Cummings in their overview of deci-

sion making refer to and consider sources that develop data
in much the same manner as Deutsch and Simon.

36 Ibid.

P-

146.

37 Ibid.

P-

163.

The variables
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in the studies are controlled; specific results
are sought;

theories are developed and subsequently applied; and
indi-

attitudes or structural processes are examined.
This study employs different methods of analysis.
This study is as inductive and descriptive as possible and
is neither structural nor motivational in style.

3^

This

study attempts to develop patterns of decision making from

descriptions of three unique events.

This dissertation and

the model in it were not designed to test certain predeter-

mined variables, or arrive at predetermined conclusions.
Finally, the focus of this dissertation is not aimed at any

particular level, or unit, of decision making within the
organization, but rather is an attempt to describe

a

process

on all levels of the organization in question.

Still there are mutual points of discussion and shared

theoretical perspectives in this study and the decision-

making literature mentioned.

These points are;

1.

The assumption of limited rationality on the
part of the decision maker

2.

The assumption that the individual is not simply
a passive instrument of the organization

3.

The assumption that the study of how decisions
are made will contribute to organizational
theory.

^Shull, Delbecq and Cummings, Organizational Decision
Making

,

Chapter

2.

^It should be noted here that this section of the stuoy
was written prior to the conclusions, which discovered various
This section has been, left largely intact
flaws in the model.
so that the reader may examine the author's thinking.
3

.

.
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4.

The assumption that communication is
an
and valid part of decision-making theory integral

5.

The assumption that individual behavior
occurs
nonstructural informal modes as well as
according to written, formally prescribed
methods

6.

m

,

Certain qualities of bureaucracies as defined by
Max Weber are assumed within this model in a
more limited and less "ideal" manner than Weber
probably intended. This model assumes that
organizations are in some way:
a.

hierarchical in structure;

b.

composed of individuals trained to communicate and function according to a prescribed
manner;

c.

defined in purpose;

d.

characterized by certain written rules outlining areas of responsibility within the
organization, that are known or can be easily
•

learned;
e.

characterized by the use of written records.

These shared assumptions are of a general nature.

Only

March and Simon go beyond the general assumption level in
their agreement with this study.

In a section of Organiza-

tions March and Simon outline five types of communication:
"1.

Communication for non-programmed activity
this is a catchall category
Conimunication to initiate and establish programs,
including day-to-day adjustment or coordination
of programs.
Communication to provide data for application
of strategies (i.e., required for the execution
of programs)
Communication to evoke programs (i.e., communications that serve as ’stimuli').
Communication to provide information on the
results of activities. "^0
.

.

"2.

"3.

"4.

"5.

^March and Simon, Organizations

,

.

p.

.

27 8.

.

.
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The second, third and fifth categories
of Simon and
March's communication types are similar to
three types of

communications developed in this study.

The three types in

both cases deal with the same content and matter
as three of
the sets of criteria in this study's decision-making
model.
The similarity ends, however, when Simon and March
apply
types.

Illustrating their typologies, March and

Simon use gas gauges in automobiles and blueprints of houses
as examples of efficient communication within these typolo-

gies.

They are concerned with examining the quantitative

aspects of data transmission in as verifiable and unambiguous a manner as possible.

In describing human communication,

they are only seriously interested in a concept called "un-

certainty absorption."

"Uncertainty absorption takes place

when inferences are drawn from a body of evidence and the
inferences, instead of evidence itself, are then communi-

cated .

"

^

The other "types" of communication are not placed in

context or developed any further.

The authors proceed to

make further hypotheses about communication networks and

communication channels without mentioning their previously
defined "types" of communication.

41 Ibid

.

,

p.

165.
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Summary
This review of the literature has provided

a

"tele-

scopic" view of decision-making literature beginning
with
a general overview of the field,

then narrowing to describe

fundamental contributions from organizational and political
theory, and finally focusing on the relationship between
four representative works from the latter two fields and

this study.

Most of the literature concerning organizational development, decision making, and communication theory as a part
of decision making is normative, deductive, and either moti-

vational cr structural in focus.

This dissertation was in-

tended to be inductive and descriptive in method.
Consequently, while basic concerns and assumptions of

decision-making theory presented in the traditional literature are shared by this writer, the method and approach are

significantly dissimilar to most of the traditional literature.
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CHAPTER

III

THE DECISION-MAKING MODEL

Objectives of the Model
At the broadest level the main objective of this model
is to describe a portion of reality;

to describe how deci-

sions were made by examining the communication surrounding
them.

Within that framework the objectives, more discretely

stated, are similar to the objectives for the dissertation.

The researcher hopes the model will generate some

general hypotheses about multi-level decision making in the

context of a politically sensitive environment of

a

agency dealing with a controversial social problem.

public
The

researcher hopes the model will provide some theoretical and

practical hypotheses about decision making that he and others
can apply in future situations.

A third objective is to in-

crease the general paradigm of knowledge concerning political

decision making.

If the model assists others in formulating

their questions, or determining a perspective, then it will
be useful.
a probing,

The types of insights this model affords are of

beginning nature; hopefully others can build on

these insights.

The final objective is achieved in the con-

struction and application of the model itself.

Pursuing the

seemingly simple goal of describing reality in and out of the

labyrinths of the levels of significance that it creates in
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minds all the way to its purest behavioral level
is an
exciting and educating process. To pursue a large
and

men

s

nebu-

louo idea into its minute form of existence,
its roots, keep-

ing sight of the original concepts as they unfold
and develop,
is exciting and important work.

For both poets and scientists,

describing reality is an end in itself.

When done well, it

adds another dimension to the collective human experience as

well as for the individual experiencing the accomplishment.

Description of the Model
A.

Introduction

A model is a set of symbols, organized for various
purposes, to simplify "the great buzzing"^ of existence.
This model, at its simplest, consists of a set of organizing

principles and a set of analytical tools.

In the following

sections the writer will describe these principles and tools.
The measuring tools are the criteria and their operationali-

zation

B.

.

The Philosophy of the Model
The intent of this model is to describe existence.

It

therefore must be capable of examining both static behavior
and motion.

It must be capable of describing activity

Joyce, Ulysses
House, 1961), p. 277.
1 James

(New York:

Vintage Books, Random

.
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consistently

,

like a mathematical equation, while conveying

the possibility of interpretation, like a musical score.
The model must satisfy the scientific criteria of verifia—

bilit Y/ repeatability

,

communicability and at the same time

convey the excitement of the human experience.

These quali-

ties are vital to the examination of how decisions are made.

Fortunately, other men share the writer's concern for

description and have developed successful tools.

To provide

flexibility in gathering data while maintaining consistency
in interpreting data, the writer will rely on a tool used

with some success by Erik Erikson in the field of child
psychology 2

— the

matrix.

A matrix can demonstrate relation-

ships, categorize and isolate data while providing great

flexibility of interpretation where the data is unclear and
elusive.

The particular beauty of the matrix in this disser-

tation is that it helps to prohibit the writer from unwar-

ranted assumptions, but at the same time does not force him to

tightly constructed, non-useful discussions of matters in

which he is not interested.

The matrix allows the writer to

pursue questions and develop information fully without necessitating his wasting time gathering inappropriate information
or making accurate but inconsequential categorizations of

data

Erikson, Childhood and Society (London:
Penguin Books, 1963), Chapter 8.
2 Erik

H.

"
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Thus, the matrix presented here stresses the develop-

mental nature of decision making.

Rather than treating deci-

sions as occurring at one instant of time, the writer will

examine a decision as a series of interrelated events, to be

broken down and analyzed in detail.

To do this the model

examines what communication takes place across and within

organizations by dividing the decision into three separate
but interrelated stages.
(a)

This is done to reflect both

the process nature of making decisions, and

(b)

the dif-

ferent types of information at different stages of a decision.

Measuring activity in this way reflects the belief that
cision rarely
is becoming

_is;

a de-

rather, it is either about to be (future)

(in process)

ment "My decision is

.

or has become (past)

,

.

.

"

indicates that

a

.

,

The state-

process went

before that is not alluded to and only for that brief instant can it be said "The decision is.
be said "My decision was.

..."

accurately reflects a process

—a

.

.

."

Later it will

Here the use of language

changing state of existence.

The writer suggests that this process is much like a chess

game with a beginning, middle, and end-game, and that a de-

cision also has these three stages.

Consonant with these

concepts, the following definition of the term decision making

will be used in this study:

"Decision making is a conscious

process of choosing from alternatives in achieving

objective
3

.

a

desired

J

several
This definition is only slightly different than
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C.

The Three Stages of the Model
The three stages are:
I.

Gathering information and setting up an
information system;

II.

Acting on the information; developing and
implementing the decision;

III.

Concluding the decision and communicating
its state, existence, or results.

These stages, and the subsequent criteria which measure
the success of each stage, represent the three kinds of

activities which require different information during a decision.

Thus, what is normally referred to as a decision

within a complex organization is actually

a

series of deci-

sions or sub-decisions concerning particular parts of the

organization or particular aspects of the tasks.

The three

stages of the model are presented on the following page.
The operationalization of the criteria will be presented

later in this chapter.

STAGE

I

The major activity of Stage

I

is

gathering information

and developing channels of communication upon which later

judgments will be based.

This information gathering may be

brief or lengthy, depending upon the complexity of the process.
cited
similar definitions in the decision-making literature
Some studies do not include "consciousness as a
earlier.
the
quality of decision making. Others do not indicate
desirability of the objectives.

:
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Criteria
Stage

I

Information
Gathering

I

Criteria II

Criteria III

A definition
of the tasks
must be understood by all

Concurrent
consultation
must be possible at this
time vo
a) identify
actions
b) confirm expectations
e) request resources

Criteria IV

There must be
a thorough information system that (a)
gathers all
necessary data
(b) relevant
to the statement of needs
at the appropriate time
and (c) explicitly identifies the

decisionmakers involved.
Stage II

Acting
Developing
Iniplcr.'.cr.tir.g

participating

the
Decision

deei si orroakers at the

appropri ate
time

Stage III

Communicating
Concluding
the

Decision

Acceptable
statements of
outcomes must
be communicated
to the participants and nonpartici pants
interested in
the products
Fig.

1.

Decision-Making Model Matrix

V
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It may be as costly as the building of
prototype jet planes

or as inexpensive as the asking of two brief
questions.

Identifying people and stating needs will be necessary

throughout the entire decision-making process, but depending

upon the efficiency, thoroughness and degree of ease in setting up an information system at the outset, the entire

effort will be either easier or more difficult, more or
less complete.

If the participants are successful in de-

fining their needs, stating general parameters, clarifying

who is involved, and setting up some regular channels of communications, they can then move on to implementing the decision.

If they fail at any of the three, or are only partially

successful, leaving unmet needs, unidentified participants,
or no channels of communication, then the project has a much

lower chance of success.

Failing to create these channels

usually requires the participants to spend time in Stage II
doing what should have been done in Stage

I.

Added stress

is laid upon the participants to create consistent channels

of communication while engaged in the other product-oriented

tasks that are described in Stage II.

The concurrence of

these two separate activities can often be more than the

participants can effectively manage.

This failure thus di-

minishes the potential and actual amount of time spent developing and implementing the decision (Stage
great deal of strain on the organization.

II)

and places a
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Of course, many other activities take
place during

Stage

I,

such as defining the task, deciding upon
the desired

outcomes, settling financial questions, or
deciding whether
or not one really wants to undertake the
task at all.
These
aspects of a decision are usually considered at
the same

time communication channels are being built, but the
results
of these other activities are largely dependent on the

quality of the information system that the decision maker
has developed.

This information system building is most often

done informally with little specific attention given to the

building process.

But, to use an analogy, it is like a pipe-

line in an oil refinery, as opposed to the pumps, filters,

boilers and other machinery.

It is a constant carrier through-

out the refining process, just as the informational channels
are carriers of ideas and actions throughout the decision-

making process.
STAGE II
The second stage of the decision-making model is char-

acterized by a different type of activity and communication.
The information passing hands deals with clarification of

tasks and expectations, requesting resources, or identifying

actions.

The differences between this information and the

information identified in the first stage are that Stage II

information is more specific about goals and more task
oriented.

Previously, the concern was with setting up a set
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of communication channels to gather information.

Understand-

ing and information were the products or the outcomes.

Time

was allocated for achieving those objectives and tasks.
in the second stage the product is a tangible item

ment, a report, better quality service, etc.).

(a

Now

docu-

The critical

need during Stage II, therefore, is to produce something

other than the means of communication by which the product
is created.

Therefore, Stage II of this model will pay attention
to the timing of the task oriented communication.

If the

timing is not appropriate the quality of the decision will
be affected and the object of the second stage of the deci-

sion might not be achieved.

STAGE III
The third stage of the decision consists of the communi-

cating of the outcomes to the interested parties, or the actual concluding of the decision, depending on the decision.

Like the last two holes of a golf match or the final two

minutes of a professional basketball game that looked like
it was won in the third quarter,

a lot can go wrong and a

situation could be lost while simply "wrapping it up."

other analogy, perhaps

a

An-

better one, would be to compare the

communication of a decision with the end-game of a chess
match.

In chess,

if the end-game is not carefully played,

an opponent may turn a defeat into a stalemate.

In much the

76

same way, when, by whom, and how a decision
is communicated
among the decision makers and interested
observers may deter-

mine whether the decision is accepted, supported
weakly,
given strong support/ or negatively received.

In the case

of relatively routine decisions, within an
organization,

this stage is probably of the least importance.

But when

the decision is of a crucial nature, the manner in which it
is communicated can be essential to the effect of the decision.

A classic example of this type of criticality was John
Kennedy's communication of his selection of Lyndon Johnson
as a running mate in 1960.

At the Democratic Convention in

1960 a mis-communication by Robert Kennedy to Mr. Johnson

almost lost Mr. Johnson's agreement to accept the Vice Presi-

dential nomination.

John Kennedy had called Mr. Johnson and

asked him to be his running mate before he had communicated
his decision to Robert Kennedy.

Robert called Mr. Johnson a

few moments later with conflicting information.

Half an hour

later, when Mr. Kennedy straightened the situation out, Mr.

Johnson was in a furious state and threatening to disrupt the

Democratic Party's election effort.

4

I

think that clearly

demonstrates the potentially important nature of concluding
and communicating the outcome of a decision.

^Arthur Schlesinger, Jr., A Thousand Days: John F.
Kennedy in the White House (Boston: Houghton Mifflin Co.
1965)

,

pp.

53-57.

,

.

D.

•

The Criteria

Each stage is composed of sets of criteria which, when

operationalized, will examine the amount and clarity of specific communications.

The writer will describe the criteria,

then present them within a matrix.

The uses of the matrix

are largely self-evident, but an explanation of its proper-

ties will be offered.

While inspecting the criteria, it

should be kept in mind that while the writer has tried to be
comprehensive, this is a rather rudimentary model which ap-

proximates the ideal in its breadth and scope, but in measure-

ment of detail is simpler and less effective than

a

narrower

model

Also before the four sets of criteria are operationalized a term that will become critical in the dissertation

should be defined:

which results in:

successful.
(a)

a

A successful decision is one

desired product, and

(b)

the mainte-

nance of working relationships among the people involved.

A

desired product is considered achieved if the participants
do not voluntarily reject whatever was produced within a

period of time selected by the writer

— six

months or a year.

The maintenance of working relationships is achieved if mem-

bers of the organization continue to seek help from each
time frame was picked by the author as it was his
at
sense at ASA that whatever decisions succeeded or failed
ASA did so within six months to a year.
^ This
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other and communicate with each other
as tasks and the objectives of the organization require.
The criteria that will be used to
determine the suecess of the communication process and
subsequently achieving
a successful conclusion to each decision
are reasonably

lengthy and quite specific.

The writer's main concern in

these criteria is to be systematic and clear
about what is
keing measured and what is not being measured.

STAGE

I

The criteria for measuring the communication during

Stage

I

are as follows:

There must be a thorough information system that
gathers all necessary data relevant to the statements
of needs of the decision makers involved, and explicitly identifies the decision makers involved.

Several terms here need to be defined before they can be

operational! zed.

They are "information," "system," "neces-

sary" and "explicitly."
1.

Information:

any manner:

Information is knowledge acquired in

facts, data, learning, lore.

Synonymously, in-

formation applies to facts that are gathered in any way, as
by reading, observation, hearsay, etc. and does not neces-

sarily connote validity.

g

^Webster's Sev enth New Collegiate Dictionary (SpringG. & C. Merriam Co., 1963), p. 433.
field, Mass.:

^
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2.

System:

A system is a set or arrangement of
things

so related or connected as to form a
unity or organic whole,
a set of facts,

principles, rules, etc. classified or arranged

in a regular orderly form so as to show a
logical plan link.

ing the various parts.
3.

Necessary:

n

Necessary here means that which cannot

be dispensed with; essential; indispensable
4.

Explicitly:

Explicitly will mean

.

a

commonly visible

statement, or relationship, or entity, leaving no doubt as to
its meaning.

Explicitly lends itself to situational interpretation

more so than the other terms.

It will be further clarified

in the operationalization of the criteria.

Having defined these terms the writer will now begin
to operationalize the entire set of criteria and those de-

fined terms which require further clarification.
In order to operationalize the criteria,

the writer

will break down each set of criteria to be point at which

behavior by the participants can be isolated and observed
separately from other actions.

1)

There must be a thorough

.

.

.

The thoroughness of an information system can be tested
by creating a list of all possible information sources and
all possible information recipients, reducing these lists to

^Ibid., p.

895.

®Ibid., p.

293.
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a list of feasible recipients,

members were consulted.

then checking to see if the

(Consulting here means the initiator

of the process sought information from a
second person or set
of persons and received a response.)
As the list of potential

consultees within and around ASA is quite lengthy and the
author's resources are limited, this process will be completed
for all but the central participants prior to this study.
2)

There must be a thorough information system

.

.

.

The writer will operationalize the concept "system" in
two ways.

First the writer will ask as many questions about

the quality of the data that he can ask, of as many different participants as is feasible.

The writer will attempt to

determine the explicitness of the decision makers and the
relevance of the timing of the information gathering.

Sec-

ondly, the writer will assume that if an information system

does not exist, there will be feedback as to its non-

systematicness (e.g., exclusion of participants, missing
data, etc.)

at a later date.

We will be able to tell when a

system has not been in existence by noting participants or
pieces of information that made their absence felt.

An infor-

mation system, therefore, will be said to exist if, after the
decision is concluded, there are no complaints as to exclusion or absence of data.

The writer realizes that though

complaints might not be made a system might still not be in
existence, but he does not have sufficient resources to measure

.
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any such cases.

He therefore notes that his
operationally-

tion of information system may be
incomplete.
3

)

Th e
be a thorough information system that
gathers all necessary dat a

^

Necessary could be left to stand on
definitional grounds,
dependent upon the success of other subunits
of the criteria,

but the writer thinks it can be operationalized
by stating

priorities.

Whether or not certain data are necessary de-

pends, usually, on the person's point of view, needs,
and control of resources

(since all needs are very rarely met in a

scarce resource situation)

Therefore, we can operationalize necessary by stating

what the sources on the feasible list of participants considered their priority needs and comparing it with later complaints.

That is, during the decision in question, did all

participants provide prioritized statements of needs?

By

reviewing the statements and conversations of the participants
at the beginning of a decision we -can determine what was

thought to be necessary.

As before, if necessary data is

missing, it is assumed that it will be pointed out by one of
the participants at a later date.
If statements of needs do not exist, that will be

pointed out.
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4

)

There must be an information system
that gathers
relevant to the statements of
ngeds of the decision makers involved
7

m

‘

[

A statement of needs by a decision
maker can be an
oral or written, a first- or even
second-hand statement that
he or she wishes something to be done.
If the information
system gathers data that are useful to the
decision maker's
stated objectives, then the system is relevant.
If,

however,

the data gathered are not used by the decision
makers, then

one of several possibilities must be examined:

Either the

stated needs were unrealistic, not shared by all participants, aborted at some point, or the data were not useful
data.

In any case, the data were totally or partially irre.le-

vant.

If this dilemma occurs within the writer's analysis he

will present the opinions of the decision makers involved as
to which case existed.

An important aspect to the relevancy of information is

when it is gathered and used

— its

timing.

Determining the

appropriate time for information transfer is difficult to
assess.

The "if

I

only had a little more time" problem is

a familiar organizational lament.
is,

But the question really

when is that time really needed, and when is that state-

ment an excuse for procrastination and not really accurate.
Put another way, the question is,

"How can one tell

when the collective statement of needs of

a

group of deci-

sion makers is complete and accurate enough to move on to
the next step?"
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The writer will determine the
timeliness of information
by using a converse process.
He will assume that if a decision maker s statement of needs were
not made or not "heard”
by other decision makers and subsequently
not acted on, they
will occur again, later in the process.
Thus, if participants do not reiterate their statements of
needs, their needs
were conveyed at the appropriate time.
5)

There must be a thorough information system that
gathers all necessary data relevant to the statements of needs of the decision makers involved,
and explicitly id entifies the decision makers
involved
.

To measure the explicitness of identification of the

decision makers, the writer will first examine any memoranda
or pertinent documents written at the time of the decision

and interview those participants who were identified as par-

ticipating in the decision.
be to see if:

(1)

The focus of the interviews will

the participants interviewed name each

other as participants or if some of the participants name
individuals not named by the other participants; and

(2)

see

what effect those named individuals had on the decision.

At

the same time the researcher will examine the implementation
of the decision to see if any communication occurs there that

would indicate a desire by an individual to have participated
earlier.

This would indicate either exclusion or nonpartici-

pation by a potential decision maker at the beginning stages.

Having done this, he will then look for the effects of this
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nonparticipation in the implementation and
concluding stages
of the decision.
The reasons for examining the
explicitness of identification of decision makers lie in the
writer's belief that
a parallel set of communication systems
exist in an organi-

zation, much like a pair of railroad tracks.

In a healthy

organization there exist a formal and an informal
set of
communication channels. The formal channel is usually

char-

acterized by memoranda, letters, announcements, in general,
publicly accessible communication that is available for examination and follows organizational lines.
nel, on the other hand,

The informal chan-

is more discrete, usually verbal,

unavailable for examination, and follows the lines of personal tastes, patterns of thinking, loyalties, prejudices,
etc.

^

The author's belief is that the coexistence of these

channels is necessary for a healthy organization.

They re-

flect a necessary tension between individual personal values

and organizational objective task performance.

If one of

the channels is overdeveloped at the expense of the other,
the organization will be forced to communicate either totally

formally or informally.

Inevitably what were once a set of

parallel rails will get bent out of shape, cross each other,
and recross so that the individuals within the organization,
^The writer acknowledges Kurt Lewin s Resolving Social
The author
Conf 1 ic ts as a possible source for this belief.
Lewin 's
Mr.
of
informed
is not aware of having read or been
work until after this study took place.
'
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with no optional channels of
communication, slide into one
of the two communication patterns:
either a highly personalized set of messages going only
to trusted parties, or a
highly ritualized set of directed
messages going to everyone.
Accordingly, the formal communication
channels ought to reflect not only the decision maker's
personal preferences but
be broad enough to also incorporate
his values at the same
time that they carry objective task-oriented
information.

Because of this belief in formal communication
channels
in this model,

consistently explicit identification of deci-

sion makers should imply a healthy organization and
successful decisions.

A lack of explicitness should portend

difficulties within the decision-making process.
STAGE II
The operationalization of the second set of criteria

occurs in two phases.
(2)

®

The first set of criteria are:

A definition of the task(s) must be understood
by all participating decision makers at the
appropriate time;

and the second are:
(3)

Concurrent consultation must be possible at this
time, primarily to
a)
b)
c)

identify actions,
confirm expectations and
request resources.

These criteria are the second and third sets of four
sets of criteria.
The numbers of the sets of criteria are
independent of the stages.

.
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Criteria

2

D efinition as used here is a
critical word.

Defini-

tion here means a clear outline of the
activities to be performed.
The definition of tasks, therefore,
flows logically
from the statements of needs, but is
different in that definitions of tasks are much more specific, detailed
and behavioral.

Whereas in the first stage the statements of needs

could be goal oriented, general and philosophical,
the defi-

nitions of tasks at this stage must be operational and

behaviorally identifiable.

Since the statements of needs,

besides being general in nature, are anticipatory, they must
leave room for different courses of action within their predictions.

The function of definitions of tasks is to provide

specific methods required to achieve the direction laid out
in Stage I.

Therefore, any statement that refers to specific

activities or actions relating to the goals stated earlier
fulfills the criteria of task definition communication.

Any

communication, broader, more general, or simply not relating
to a specific action, will be considered an imprecise task

definition and will be discussed in terms of its intent and
effect

A more difficult aspect of this set of criteria to
operationalize is to behaviorally measure the participants'
understanding of the tasks being performed.

The writer will

not attempt to establish any causal relationships or measure
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the quality or type of comprehension.

Rather than ornately

cataloguing responses, criteria will accept

a level of com-

munication that will indicate some minimal
level of thought
and comprehension by the two parties as
sufficient

to demon-

strate "understanding."
sist of

(oral or written)

format.

This minimal communication may con-

communication of a non-standard

If the parties involved actually conversed or
cor-

responded in any but the most perfunctory manner concerning
the task definitions, that will indicate "an understanding"
of the definitional process and the tasks at hand.

To measure the appropriate time

,

the same method as

that used in the criteria of the first stage will be employed.

If the participants focus and refocus on task defi-

nitions at later dates, then the timing of the task definition
was inappropriate.

If it is difficult to determine an appro-

priate time, the writer will offer his opinion.

Also, if

there are serious disagreements among the participants con-

cerning the timing of task definitions, the implications will
be discussed.

Criteria

3

The third set of criteria, also used in Stage II, deal

with a different type of information than the second set of
criteria.

At the point that these criteria are applied, the

tasks of the decision are in existence, defined, and need to
be either communicated to other implementers

,

implemented,
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confirmed, or reappraised and
restructured.

These four

activities actually fall under three
major headings:
a) identifying actions;
b) confirming expectations;
c) requesting resources.

Four things must be measured here:
consultation,
(c)

(b)

(a)

the concurrent

the usefulness of the communications
system,

the timing of the consultation, and

(d)

the category of

the communication.
a.

To measure the degree of consultation, the
writer

will follow the same procedures as in Stage

I.

A feasible

list of participants will be developed and checked to see
if
any decision makers were excluded or did not contribute.
a participant did not contribute,

If

the author will then

analyze why this occurred and comment on its effect on the
decision.
b.

Seeing if the previously developed information

system is used is fairly simple.

If those individuals re-

sponsible for completion of the tasks are referred to both
for procedural and substantive questions, then the established

information system is in operation.

If they are not,

the established information system is not being used.

then

Which-

ever is the case will be noted.
c.

The timing of the consultation is important to

measure because it is the heart of the implementation phase
of the decision-making process.

How quickly people communi-

cate and how quickly they perceive others to be communicating
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With them is often a delicate
and vital aspect of a decision.
To measure the speed and
consistency with which communication
and consultation occurred, the
writer will seek data showing
how frequently the participants
conferred with each other
and whether what occurred was
said to be satisfactory by all
of the participants.
d.

Finally

,

difference between

as to categorizing communications,
the
a

statement of intent to do something, a

question confirming one's expectations, and
sources is fairly obvious.

a

request for re-

In those instances where it is

debatable, the writer will supply the material
in an Appendix
for the reader to judge for himself.

STAGE III
The third stage of a decision consists in collecting
the various pieces of the process, confirming perceptions,

consolidating data, and communicating the conclusion organizationally and externally.
The criteria for measuring the success of these opera-

tions are:

Acceptable statements of outcomes must be commonly
communicated to the interested participants, nonparticipants and clients interested in the product

(s).

The writer uses the words acceptable outcome advisedly.
An acceptable statement of outcomes must be a verbal under-

standing, or a document, with which a majority of the par-

ticipants, by their own statements, are satisfied.

By
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examining the participants'
statements of satisfaction it is
possible to isolate that with which
(verbal or written statements) they are satisfied or
dissatisfied.
To determine whether tne outcomes
have been commonly

communicated or not will require developing
tially interested parties and comparing

a

list of poten-

it with those persons

receiving notification of the outcomes
and the time which the
communicator contacted them.
E.

Operationalization 11 of the Criteria
The accuracy and specificity of the model's description

of reality determines its relevance and utility.

In the

three case studies presented here the decision-making model

wl11

applied to specific situations by translating the

criteria into questions.

As was mentioned in Chapter II,

care must be taken to be as exhaustive as possible.

For

this reason the criteria described previously will be re-

phrased so as to ask as many relevant questions as possible.
For example:

"There must be a thorough information system

that gathers all necessary data" becomes "What was the necessary data?";

"Who determined the above data was necessary?";

"Was it gathered, and if so, how?"; and "Did an information

system exist or did it require building?"
11 The term

operationalization here will refer to the
translation of the criteria and definitions into questions
that elicit data in behaviorally measurable terms.
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The table on the following pages, the
Operationalization of the Criteria, shows the
questions and the criteria
they were drawn from.
The model itself is presented again
on the following page for the reader's
convenience.
The Matrix as a Tool for Analysis

F.

A final word about the use of the matrix in this
model
is appropriate.

The word matrix comes from the Latin root

word meaning womb. 19“
tion

According to Webster the basic defini-

something within which something else originates or

iis

develops.

Erik Erikson uses the epigenetic principle to

describe his matrix.
Somewhat generalized, this principle states that anything that grows has a ground plan, and that out of
this ground plan the parts arise, each part having
its time of special ascendancy, until all parts have
arisen to form a functioning whole. ... It is for
this reason that, in the presentation of stages in
the development of the personality, we employ an
.I 3
epigenetic diagram [emphasis is mine]
.

.

.

The above statement points to the basic qualities of
a matrix as a tool for analysis.

It provides some flexibility

in categorizing data while providing structure and a pre-

scribed sequence for analyzing data.
a

The matrix prescribes

particular sequence in which the writer expects the commu-

nication to normally occur.

The criteria within each stage

•^ Webster's Seventh New Collegiate Dictionary

Erikson, Identity, Youth and Crisis (New York:
Co., 1968), pp. 92-93.

^Erik
Norton

&

.

H.
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Criteria
Stage

I

Information
Gathering

~—

I

TT

Criteria

in

Criteria rv

There must be
a thorough information system that (a)
gathers all
necessary data
(b) relevant
to the statement of needs
at the appropriate time
and (c) explicitly identifies the

decisionmakers involved
.

Stage 11

A definition
of the tasks
must be understood by all
par ticipating
dec? * ic:imakers at the

Acting
Developing
Implementing
the
Decision

appropriate
-

time

Concurrent
consultation
must be possible at this
time to:
^

f,.
--ij
*. :

'

actions
b) confirm expectations
c) request resources

Stage 111

Communicating
Concluding
the

Decision
Acceptable
statements of
outcomes must
be communicated
to the participants and nonparti cipants
interested in
the products
Fig.

1.

Decision-Making Model Matrix
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OPERATIONALIZATION OF THE CRITERIA

Stage

I

Gathering
Information

Operationalization
Questions

Criteria
1.

There must be

1.

a thorough infor-

mation system
that a) gathers
all necessary
data
relevant to
the statement of
needs at the time.

b)

2.

3.

1.
2.

3.
4.

What was the necessary
data?
Who determined it
was necessary?
Was it gathered,
and if so how?
Was there a statement
of needs?
Was it explicit or
not?
(This includes
content and method
of communication.)
Who devised it, if
it existed?
Was it timely.

explicitly
identifies the
decision makers
involved.

1.

Implied from
"there must be a
thorough information system"
above.

1.

Did an information
system exist among the
decision makers prior
to the gathering of
this information, or
did it require
building? In either
case what was the
quality?

1.

What was the task at
this point in the
process?
Is the task thoroughly
understood by the participants?

c)

d)

2.

Were the decision
makers identified to
or by each other?
Were there different
levels of decision
makers?

Stage II

Acting
Developing

2. A definition
of the tasks must
be understood by
all participating decision
makers at the
appropriate time.

2.

:
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Operationalization
Questions

Criteria

Acting
Developing

3.

Were the decision
makers in the same
time frame or not?
If not, what is the
effect?

1

Is it possible for
the participants to
consult with each
other?
Were any parties

(continued)

3. Concurrent consultation must be
possible at this
time to
a) identify actions
b) confirm expectations
c) request resources

.

2.

3.
4.
5.

excluded?
What communications
were taking place?
Were any communications not taking place?
Was the communication
timely?

Stage III

Concluding
Conununi eating

4. Acceptable
statements of
the outcomes
must be communicated to the
participants and
non-participants
interested in the
outcomes.

1.

2.
3.

4

.

What was the outcome?
How was the outcome
communicated?
a) Was there any
feedback indicating
the acceptability or
unacceptability of
the outcome?
b) How was it given?
Was there any response
to the feedback given?
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of the model attempt to gauge the
quality of the communication at each stage.
The criteria and the matrix format,

together, form a model, a visual and
conceptual tool that
can be modified to reflect a reality it
is attempting to
interpret.

If,

in

examining the three decisions in this

dissertation, the writer's hypotheses concerning
the sequence or content of communications are found not

to apply,

the writer will be able to reorder the sequence or
revise

parts of the criteria in later studies without having to begin

totally anew.

l
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CHAPTER

IV

HISTORICAL CONTEXT
Introduction
This chapter is designed to provide necessary back-

ground information not found in the case studies.

It con-

sists of a brief description of the Addiction Services Agency,
a

description of the Education and Training Department,

a

brief profile of the ASA principals in the case studies, a
chart and catalogue describing the Education and Training

Department's relationships with other organizations at the
time of this study, and a chronology of events described in
the case studies.

This section is designed to present information that
the reader or a future researcher might need in understanding the following case studies.

The Addiction Services Agency
The Addiction Services Agency was charged with
the development, operation, coordination and
programs designed for the care,
evaluation of
treatment and rehabilitation of persons addicted to
dangerous drugs.
The promotion and development of educational
and training programs
prevention
dealing with the problems of addiction.
.

.

.

.

.

.

.

.

.

.

.

.

.

.

.

.

.

.

.

.

.

^John V. Lindsay, "Executive Order No. 57," Office of
the Mayor, New York, Dec. 22, 1967, pp. 2-3.
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In July of 1972,

at the time of this study, the
Agency

was attempting to stem the tide of
the drug abuse epidemic.
One source estimated that there were
as many as 30,000 hardcore addicts in New York City at an
average age of only 17.2
Between 1967 at its inception and
1972 the Agency's
budget had risen from $4.5 million to
$76.7 million.
The
staff had grown from 15 to over 500.
in 1967 ASA's job con-

sisted of running two or three treatment
programs.

In July

of 1972 the Agency was functioning as a conduit
of state

funds

($55 million)

and as an "umbrella" contracting agency,

rather than, as originally, a direct provider of services.
As such,
$2

it had an administrative budget of approximately

million and was developing research, data collection and

technical assistance capabilities.
The Agency consisted primarily of three large units:

Operations, Supportive Services and the Education and Training Department.

The Operations Department ran a small number

of treatment programs and monitored about 120 others.

It

also had responsibility for any special programs such as man-

power development programs, special outreach programs, referral projects, ate.

At the time of this study they were

preparing to accept responsibility for the city-run methadone

maintenance programs.

^Graham S. Finney and Raymond A. Godfrey, Jr., "City
Almanac," Vol. 6, No. 6, Center for New York City Affairs,
New School for Social Research, New York, April, 1972, p.

3.
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The Supportive Services Department
processed vouchers
to the state
released money to the programs, audited
program
books, and sometimes acted as a purchasing
,

agent.

The Education and Train i ng Depa rtment
The Education and Training Department was formed
in re-

sponse to an amendment to the State Mental Hygiene Act,
which
allocated:
.

.

.

.

.

the sum of twenty-three million dollars

for the purpose of providing special grants to local

agencies for school— based drug abuse prevention programs.

New York City received

a

.

.

.

large portion of this money,

approximately $18 million, for thirty-one School District
Programs reaching junior high and elementary school youths
from within the schools and community-based centers.

offered a mixed bag of activities:

They

individual counseling,

group counseling, alternate schools, storefronts, after-school
activities, parent education, and referrals.

The District

Programs were staffed by teachers', paraprofessionals and by

specially trained staff members, sometimes including exaddicts.
The Schools Programs had been operating in every one of
the city's high school and community districts since June of
1971.

Each program differed depending on geography, ethnicity,

and each particular school board's policies.

In their first

"An Amendment to the Mental Hygiene Law,"
State Assembly of New York, Albany, Feb, 3, 1972.

^Act 9226,
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year and a half of operations, the school
prevention programs
had referred more than 4,000 hard-core drug
abusing students
to treatment programs systems and placed
2,000 youths in

treatment programs and intensive counseling.
At the time of this study the Department consisted
of

approximately sixty people organized in a manner represented
in the table on the following page.

They performed the

duties described below.
The Field Program Developers monitored, evaluated, and

provided technical assistance to the programs.

The Training

staff provided training in group techniques to program staff
members.

They were assisted by four full-time clerical per-

sonnel.

Two members of the Education and Training Department

were responsible for working with the evaluation project

discussed in this study
Mr.

— Mr.

deLone and Mr. Lehan.

deLone had arrived at ASA full time in September

of 1971, at the request of Graham Finney, the Commissioner
of ASA.

Mr.

Finney had had some contact with Mr. deLone in

Philadelphia in the late 1960's when both were involved in
efforts to reform and reshape the Philadelphia School
System.

4

Mr.

deLone served as a Special Assistant to the Super-

intendent of Schools for about three years before going to
the University of California as a graduate student in

^Richard
1973.

H.

deLone, interview held in New York, February,

.
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ASA EDUCATION AND TRAINING DEPARTMENT

Fig.

Journalism.

3.

Table of Organization^

He then went to Harvard as a Whitehead Fellow,

then to the University of Massachusetts as a Ford Foundation

lecturer
His views on drug abuse were similar to his views

about education.

He believed that the individual could be

^Richard H. deLone, "Mission Statement:
Training," May 15, 1972 (author's files), p.

Education and
2.

^
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helped if seen as an individual.

The core of his philosophy

concerning drug prevention programs is stated
below:
Obviously drug abuse is extremely subtle and multidimensional.
But it is also in some ways quite simple.
Contrary to widespread belief
the
sources of drug abuse and the characteristics of the
drug abuser have been widely studied. There is
considerable consistency to these findings a consistency
that cuts across all socioeconomic levels and that has
led some researchers to believe drug abuse can be
accurately predicted. 1) Drug abusers tend to come
from families in which there was little cohesive
family life, whose parents frequently expressed
helplessness
and where use of chemicals from
tobacco and aspirin to alcohol, tranquilizers, and
illicit drugs was a frequent method of seeking
pleasure and/or escaping pain and stress.
2) Drug
abusers tend to view themselves as alienated from
their families and are frequently skeptical about
many social institutions.
typically abusers
3)
are impulsive, with a high tolerance for risk.
[This may be due to a]
confusion about values
and a lack of inner defenses and coping skills
it may [also] simply indicate low self-esteem, sometimes disguised as braggadocio.
4) Drug abusers as
a whole tend to form only superficial friendships.
5) Students who become involved with drugs in high
school or before often exhibit low school performance,
truancy, and delinquent behavior prior to induction
into the drug culture.
.

.

.

.

.

.

—

.

.

—

.

.

.

.

.

.

.

.

.

.

.

.

.

Mr. deLone challenged the then accepted norm that suf-

ficient information about drug abuse was an adequate deterrent, and at the time that he left ASA his philosophies had

become policies.

Mr.

deLone'

tion was also challenging.

s

manner and method of presenta-

He was patient with those willing

to learn, or sincerely expressing themselves but was often

impatient with statements made thoughtlessly.

His attire was

^Richard H. deLone, "The Ups and Downs of Drug-Abuse
Education," Saturday Review of Education Vol.LV, no. 46,
December, 1972, pp. 30-31.
,
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also somewhat arresting.
comfortably.

He usually dressed casually and

He was a stark exception in an
agency where

suits, conservative ties, or "superfly"
street clothes were
the norm.

The other ASA principal involved in this
study, this
writer, had gotten his Master's in Public
Administration and

worked for the Treasury Department as an intern
before going
to the University of Massachusetts as a graduate
student.

He met Mr. deLone there and came to New York
six months after
Mr.

deLone, in January 1972.

An Organizational Context Pertinent
to this Study
ASA, as one New York City agency dealing with a particu-

larly sensitive social problem, seemed to exist in a Sargasso
Sea of other social agencies and organizations.

Many of those agencies will appear in the three cases.

Provided on the following page is a brief index to them and
their relationships with ASA.

Also provided below is a brief cataloguing of what re-

lationships these lines represent.

The only hierarchical

relationships intended by this diagram are those between
NACC and ASA, HSA and ASA, and the Mayor's Office and ASA.
The remaining relationships varied from moment to moment.
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Fig.

Index to Agencies

4.

Reviewing the above agencies alphabetically, their
functions and relations with the Education and Training De-

partment were as follows:
The ASA Fiscal Department advanced money to the programs and
in turn submitted bills

(vouchers)

to NACC for reimbursement
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to the City by the State.

In this process the Fiscal
De-

partment dealt with the state funding
source (NACC)
the
city cashier (the Controller's Office),
the paymaster to the
programs (the Board of Education Office
of Business Affairs)
and the recipients of the money, the
programs.
,

The Board of Education Office of Business
Affairs processed

payrolls for the programs.

As part of a political entity

much larger than ASA it was often not subject to
the use of

*

hierarchical authority by ASA.
The SPARK program was the Central Board of Education's drug

prevention program.

The Central Board administers all of

the high schools and therefore has one drug prevention program.

Similar to the Office of Business Affairs, it too had

considerable political strength.
The Board of Estimate was a group of the city's highest

elected officials that passes on all of the city's budgetary
matters.

All contracts between any agent of the city and

another contractor over $10,000.00 must be approved by the
Board.

They had to pass on the contract between ASA and MSI.

They also were required to agree to all contracts between

ASA and the school programs.
The Controller's Office acted as the master cashier-

treasurer-accountant for the city.

With respect to ASA the
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Controller's Office had the final say as
to whether or not
it would release funds for the
program
to spend.

The Health Services Administration
was the City Cabinet
Level "umbrella" agency responsible
for ASA.
in the Lindsay
Administration the chain of command went from
the Mayor's
an Administration to an Agency.

Macro Systems Inc. was the consulting firm
hired by ASA to
perform the evaluation. Besides direct contract
with ASA

prevention program personnel, they were concerned with the
Board of Estimate's objections to an ASA-MSI contract.
The Mayor's Office was the ultimate authority in the city

but was rarely seen or heard from at ASA.
The Narcotics Addiction Control Commission was the state

funding agency that provided ASA with about $60 million
annually.

They were occasionally involved in the day-to-day

running of the programs and were constantly in contact with
the ASA Fiscal Department.

Their agreement to provide

$200,000 to pay MSI was necessary for the evaluation to be
done.

The School District Drug Prevention Programs existed in all

thirty-one school districts in New York City.

They operated

under contract with ASA's Department of Education and Training.

Their personnel were paid directly through the Central

.
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Board of Education.

Their Other Than Personnel Services

were paid directly through the ASA
Fiscal Department.
The School District School Boards were
the legal contractees

with ASA.

They were responsible to ASA for the
running of
the prevention programs.

Having provided a brief compendium of organizational

relationships, let me conclude with a chronological
listing
of the manor events that occurred during this study.

A Chronology of Events
1967

Addiction Services Agency is established.

July 1970

Six school districts begin pilot prevention programs.

July 1971

Richard deLone is hired as Assistant Commissioner in charge of the Education and
Training Department. He is
The remaining twenty-five school districts
and Central Board of Education start prevention programs.

September 1971

Mr. deLone begins working full time.

Sept. 25,

1971

Meeting of all prevention program directors
and Assistant Commissioner deLone concerning
evaluation

971

Request for Proposal is sent out.

Oct.

12,

]

November 1971

Macro Systems Inc. is awarded the job.

Jan.

14,

1972

MSI begins work.

Feb.

28,

1972

Assistant Commissioner deLone testifies before the New York State Senate Subcommittee
for drug abuse.
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Mar.

15,

1972

MSI begins construction of MIS.

Mar.

18,

1972

Status Report on School-Based Drug
Preven
tion Programs is released.

Apr.

3,

1972

ASA-MSI meeting is held in which the
atti«
tudinal study is decided upon.

Apr. 20, 1972

First Draft of the Management Information
System goes to printer.

May 10, 1972

Addendum to the Status Report is released

May 17, 1972

MIS is presented to program directors for
reactions and suggested revisions.

June 26, 27,

Training sessions are held for prevention
program staffs and ASA personnel.

1972

July 1972

Final version of the MIS goes to the City
Department of Purchase for printing.

December 1972

Incomplete copies of MIS are distributed
to prevention programs.
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CHAPTER
DECISION

1:

V

THE WRITING AND RELEASING

OF THE REQUEST FOR PROPOSALS

Introduction
The next three chapters will be organized in the fol-

lowing manner.

First any additionally helpful background

material will be introduced, the criteria from the first
stage of the model will be stated and gone through question
by question.

The criteria from the second stage will then

be stated and will also be gone through question by question.

The criteria from the third stage will be similarly stated
and applied.

Following the third set of criteria, some con-

clusions concerning the success of the decision, in terms of
process, and in terms of product will be presented.

These

conclusions will summarize the significant findings as seen
in the communication analyzed and the outcomes.

The out-

comes will be judged as successes or failures in terms of
two criteria.

If the decision is one which results in a

desired product and the maintenance of working relationships
among most of the people involved, then the decision outcome
was successful.

If not,

then it was a failure.

The writer has chosen to analyze the writing of the

Request for Proposals (RFP)

for several reasons.

First, it

:
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represents a beginning point for the
whole evaluation of
the prevention programs.
Secondly, it marks the translation of a general goal, "evaluation,"
into a set of concrete
realities that could have had widereaching
effects within
New York City and nationwide on drug
prevention
efforts.

such,

it bears examining.

As

This decision has also been chosen

because the RFP was a visible product and is
therefore a
discernable end point, an outcome capable of being
measured.
It should be stated that this case study
is not examining

the decision-making processes involved with implementing
the
RFP.

Rather it is examining the decision-making process

whereby the RFP was created.

The implementation of the RFP

would be an entirely different question.
The Analysis

Stage

I.

There must be a thorough information system that:
a)

gathers all necessary data;

b)

relevant to the statement of needs at the
time and
;

c)

(a)

explicitly identifies the decision maker
involved.

Gathers all necessary data is broken down into the

questions
1)
2)
3)

(s)

What was the necessary data?
Who determined it was necessary?
Was it gathered, and if so, how?

^
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1.

What data was necessary to write
a request for proposals?

The data necessary to write an
RFP was sufficient knowledge of the condition of the
prevention programs, of evaluation techniques, and ASA's evaluation
capability.

Assistant Commissioner deLone had worked
in the Philadelphia school system and studied
educational theories at
Harvard and the University of Massachusetts
so he was familiar
with the general problems and performance
indicators associated with educational programs within large
bureaucratic
systems.

He spent the first six months

(July 1971 - January

familiarizing himself with the peculiarities of the New

1972)

York City drug prevention programs specifically as well as

other City educational programs.

By September he had an

understanding of the level of sophistication of the school
system

s

drug prevention programs.

By September it was ap-

parent to him that the programs had to be "evaluated" in some
fashion if they were to continue receiving funds from the
state legislature.

needs

He felt he understood their evaluational

.

While at the University of Massachusetts School of

Education and at Harvard University he developed an understanding of the concepts and general framework of evaluating
educational programs.

He realized that evaluation of programs,

especially those funded on
^-Richard H.

1973.

a

year-to-year basis, was the key

deLone, interview held in New York, March,

Ill

to refunding.

He also felt that within
most educational

settings an inability to define
the expected results was
unacceptable if the organization
was not politically powerful.
The prevention programs’ lack
of power therefore meant
that they had to be able to
demonstrate their effectiveness
in order to be refunded.
While Assistant Commissioner

deLone relied on several sources,
including the drug program directors, for his information
concerning the quality
and state of the programs, it was
primarily he who determined what information went into the
writing of the RFP.
Mr. Frank Hartmann, Director of
Evaluation at ASA, gave some

assistance in shaping Mr. deLone'

s

thoughts on drug program

evaluation and suggested firms that might
perform the
evaluation.
Concerning the Agency's evaluation capability/ it was
quickly apparent to Mr. deLone that Mr. Hartmann's office
was primarily concerned with evaluating the treatment pro—
grams.

3

Mr.

deLone also noted that none of the Education

and Training Department staff had any training in program

evaluation.

Their skills lay in the areas of training and

monitoring.

Mr. deLone concluded that outside expertise

was required and requested that a portion of the ASA

2

Mr.

Ibid.

^Author's notes taken in
Hartmann and Mr. deLone.

a

February 1972 meeting with
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Education and Training
administrative budget be set
aside
for that purpose.
He requested approximately
$200,000.
2.

Who determined it was necessary?
Mr.

deLone determined it was
necessary.

3
*

gathe^d^and^fs^'howf

^

0

f°r

P

^

OSals

Mr.

deLone met with almost all of the
drug program directors individually in July and
August.
Then as it became
clear to him that outside expertise
would be needed
to per-

form the evaluation

,

he set up a formal meeting to discuss

the evaluation of the prevention programs
with interested

directors.

The meeting took place in mid-September.

Approxi

mately nine of the thirty-two directors attended
with another
nine sending representatives. Mr. deLone, rather
than arbitrarily imposing his will, requested input concerning what
types of evaluation should be done.

"Half of it was non-

sense and the other half was stupid,"^ he said, referring to
the suggestions he received.

He also requested, in a brief

memo sent out after the meeting

,

any input from those direc-

tors who had not attended, by September 25.

ceived.

Mr.

None was re-

deLone and Mr. Hartmann then collected their

perceptions and wrote the RFP which went out on October 12.
4

Richard

5

The RFP is presented in Appendix A.

,

H.

deLone, interview held in New York, July,

1972.
'
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(a)

There must be a thorough
information system that
gathers ail necessary data; (b)
relevant to

the state

ment of needs at the time.

Mleva nt

to the statement of needs at
the time

is operationalized in the
following questions:
1
2

)
)

3)
4)

1.

Was
"a
and?
Who
Was

there a statement of needs 9
it X
it ° r not?
(This' includes content
.? ? ofS
method
communication.)
devised it, if it existed?
it timely?

U

Was there a statement of needs? In other
words, was
there a statement that indicated the need for
an
evaluation of the prevention programs?
Yes and no.

The answer is yes in that it can safely

be said that ASA and the majority of program directors
were

aware of the need for some type of evaluation, since that
was one of the provisos in the legislation under which the

programs were funded.

But since no one at ASA had taken

any steps to put the legislation's charge into operational

terms prior to Mr. deLone's arrival, the answer is in effect
no, there was no statement stating the need for evaluation

commonly held at the ASA or the program director level, the
levels of management responsible for carrying out the task.

Michael J. Keane, "Managing the School Based Drug Prevention Programs" (unpublished Master's paper, Johns Hopkins
University, 1974), p. 5.

.
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2

.

Was it explicit? That is,
was
explicitly communicated to all the statement of needs
participants in a clear
and precise manner?

As soon as one mentions
participants it is clear that
depending upon the moment there
were varying participants in
the decision-making process.
At one moment the program directors were involved, at another
they were not.
At one moment many ASA staff were involved,
at another only a few ASA
staff were the participants.
Therefore, when the writer asks
a question such as the above,
he will mean all possible participants with any interest in the activity.
He will also
have followed the process of developing
ideal lists and reducing them to a feasible level of scrutiny,
as mentioned in

Chapter II, prior to answering the question.

Due to resource

limitations, only those participants high on the feasibility
list will be discussed in this study.
The formal statement of needs in the legislation,

which subsequently became part of each program’s formal contract with ASA, was explicit.

thorough"
said.

It called for "ongoing and

evaluation of the programs.

But that was all it

It was so vague that it depended upon implementation

for meaning.

Even though each program director was aware of

it by virtue of his contract, and the appropriate ASA per-

sonnel were aware of it as a clause in the master contract

between ASA and NACC, its explicit vagueness rendered any
^Ibid

.

,

p.

7
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.

evaluation dependent upon further
definition. Therefore, the
answer is no. No explicit
statement of need for evaluation
existed prior to the RFP.
3.

Who devised it if it existed?

Since in the writer's judgment the
statement did not
meaningfully exist, the question does
not apply.
4.

Was it timely?
Again, the question does not apply.

There must be a thorough information system that
(a)

gathers all necessary data;

ment of needs at the time; and
decision maker

(

(s)

involved

(b)
(c)

relevant to the state-

explicitly identifies the

.

Explicitly identifies the decision maker

c)

(s)

in -

volved will be operationalized in the following questions:
1)
2)

1.

Were the decision makers identified to, or by,
each other?
Were there different levels of decision makers?

Were the decision makers identified to, or by, each
other?
Yes.

Mr.

deLone and Mr. Hartmann clearly saw them-

selves as primarily responsible for writing and clarifying
the evaluation needs of the schools' prevention programs.

The sparse attendance at the September meeting, the non-

response of the other program directors in September, and
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the lack of sustained
interest by those attending
the

September meeting removed them
from participating in the
writing of the RFP.
2.

Were there different levels of
decision makers?
Yes.

Mr.

deLone as the Assistant Commissioner
responsible for the schools' drug programs
was primarily responsible for the Request and had the
final say.
Mr. Hartmann,
taking the position of a strong advocate
for a clinical
evaluation, became a technical advisor
and secondary decision
maker.
Those drug program directors who did attend
the midSeptember meeting could be considered peripheral
decision

m

makers, as their advice was solicited.

But as no substantial

response was received, none of them became

a

decision maker

of any consequence.

A fourth set of questions that are implied by the

criteria should be asked.
ing so explicitly

,

The criteria imply, without stat-

that some type of information system

either exists or has to be built.
(d)

Therefore, the writer asks

Did an information system exist among the decision

makers prior to the gathering of this information, or did it

require building?

In either case

,

what was the quality?

A formal information system between ASA and the dis-

tricts did exist, but the data flowing into ASA was of poor
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quality, and nothing was
flowing back out of ASA to
the school
district programs.
Informally, Mr. deLone was
building a personal communication system between himself,
his staff, other ASA personnel
and drug program personnel at
the same time that he was formulating his thoughts on evaluation.
In sum, the information existing
at ASA, in a formal

sense, on forms and in monitors'
heads, was not rigorous
and clear enough to be useful to a
formal evaluation and the

important relationships between the Assistant
Commissioner
and other powerful people in the school
districts and at NACC
were in the formative stages.
it is therefore accurate to
say that the information systems were being
built.

Stage II.

Acting:

Developing the Decision

In this model the Second Stage criteria are divided

into two sets.

The first set of criteria focuses on task

definition information while the second set is concerned
with activity or specific task information.
Stage II

Criteria

2:

A definition of the task(s) must be
understood by all participating decision makers at the appropriate time.

Criteria

3:

Concurrent consultation must be possible
at this time to:
a)
b)
c)

identify actions,
confirm expectations,
request resources.
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Beginning with Criteria
la

?

"a
A

definition of the task(s)
•

.

•

must be understood by all
participating decision makers
at
the appropriate time" will
be operationalized by asking
the
following questions:
1)

3)

What is the task at this point
in the
t3S thorou 9 hl y understood by process’
the participants?
Are the decision makers in
the same time frame’
e
If not what is the effect?
-

,

1

.

S tas ^- at this point in
the process? What
had to oe done to write the
Request for Proposals?

^

The writing of the RFP was composed
of three subtasks:
the gathering of information concerning
the drug programs,

determining how drug programs should be
evaluated, and the
actual writing of the request for the work
to be done by the
consulting firms.
2.

Was the task thoroughly understood by the participants?
The answer to this question is reached by examining

differing perceptions.

Yes, if Mr. deLone and Mr.

were considered the only participants.

Hartmann

They understood how

to write the request, what objectives had to be met, and in

what language the work scope should be drafted.

But, if the

prevention program directors are considered participants,
then not all participants understood the task.

A few of the

directors who attended the September 25 meeting understood
that their comments on how to evaluate the prevention programs
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were asked for at

a

meeting.
y

a tew
few of fu
the more experienced

program directors understood
that an evaluation was
to be
done, but really had no
idea of the hows and whys.
Or if
they did understand, they
did not demonstrate their
knowledge to ASA.
Since, as was stated in
Criteria 1, the program direc-

tors were inconsequential
decision makers in the writing
of
the RFP, the answer is that
the task was thoroughly under-

stood by the participants, the
decision makers who wrote
RFP, deLone and Hartmann.

the'

The conclusion section will discuss
the effects of
this lack of understanding by the
program directors.
3.

Were the decision makers in the same
time frame or not?
If not, what is the effect?

A previously unmentioned critical factor in
understanding the task was the time element.

In an ideal schedule of

events the Request should have been written six months
ear ^-*- er so that the evaluation could have been done between

November of 1971 and March of 1972, the peak months of activity in the school year.

in a practical sense,

the state-

ment of needs, the request, was written as soon as Mr.
deLone felt sure he knew what type of evaluation was needed
and as soon as he was certain that NACC vrould release funds
for the evaluation.

,
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The Narcotics Addiction Control
Commission (NACC)
until early September, withheld
any guarantees of money for
evaluation and any indication of how
much ASA would be permitted to spend. Given this intransigence
of NACC, the RFP

could not have been written any
sooner.

On another dimen-

sion, it could not have been written
any later.

The request

had to be distributed for bidding and
a firm hired by
January 1, 1972, so that the Board of
Estimate could
approve the contracts prior to March
31, 1972.
March 31st
is the end of the state fiscal year and
all funds
to be

vouchered for had to be encumbered by that date.

Because of

the lengthy process in getting contracts approved
by the

Board of Estimate,

8

one must allow approximately three months

for the Board to act.

Both Mr. Hartmann and Mr. deLone were

aware of this need for speed in performing the task of writ ing the RFP and in hiring a consulting firm.
In summary,

the RFP was written no sooner and no later

than it could have been.

It was not the ideal time, but it

was an acceptable time.

O

The Board of Estimate is a body composed of the City
Council members, Borough Presidents, the President of the
Council, the Comptroller and the Mayor. All contracts between the city and another party of more than $10,000 must
be approved by this body.
For a detailed, fascinating analysis of the Board of
Estimate, see Herbert Kaufman and Wallace Sayre, Governing
New York City (New York: Norton, 1963).
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Criteria

3,

the second set of Criteria used
in the

Second Stage of the model, are:

"Concurrent consultation

between the decision makers must be
possible at this time to
(a) identify actions,
(b) confirm expectations,
(c) request
resourceo.
This set of criteria will be operationalized
in the following questions:
1)
2)
3)

4)
5)

Was it possible for the participants to consult
each other?
VJere any parties excluded?
What communications were taking place? Were they
clearly understood by all participants?
Were any communications not taking place?
Was the communication timely?

Was it possible for the participants to consult with each
other?

1.

Yes,

it was.

Since Mr. deLone and Mr. Hartmann were

the only decision makers during the writing, and there were

no organizational or personal barriers prohibiting their com.

.

munications, it was possible.
2.

.

Were any parties excluded?
No, not formally.

a

q

As mentioned before, Mr. deLone held

meeting of the program directors and invited their partici-

pation at the meeting and in writing if they wished to do so.
Therefore, they were not excluded.

^Francis X. Hartmann, Director of Evaluation, ASA, interview in New York, June, 1972.

?
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However

,

it could be argued that calling
a meeting

and asking for subsequent written
input is a form of exclusion and that potential participants
were placed in "the back

seat."

If this were the case, then some
parties were ex-

cluded and circumvented by limiting their
participation.
The writer will consider this in the conclusion

section, as

there is no clarifying data to present at this
point.
3.

What communications were taking place? Were they
clearly understood by all participants (decision
makers)
The communications between Mr. deLone and Mr. Hartmann

reflected their positions and concerns.
as

Mr. Hartmann wanted

"clinical" and thorough an evaluation as possible.

He

wanted to find out definitively what services were being
provided, what the quality of those services was, and if

drug abuse was being prevented.

^

Mr. deLone, on the other

hand, viewed the exercise as much more a practical effort

on ASA's part to increase both ASA's and the prevention

programs* data collection capabilities.

He wanted to insure

the existence of a functioning flow of information between
the districts and ASA and vice versa after the evaluation

was over.

He also was much more interested in finding out

what was being done well in a few programs and transplanting

10 Ibid.

.
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those activities in other programs
than he was in closely
inspecting all of the programs.^
The two men resolved their different
points of view
by writing both sets of tasks into
the request.
Mr.

Hartmann's need for a thorough evaluation was
taken care
of by requesting the bidding consulting
firm to develop
some measure of the effectiveness of the programs in the various districts in terms of their
effect on the pupils participating.
These
measures could be built into the data collection
system or be the focus of testing and evaluation
efforts which would reach each district program. 12
.

.

.

.

deLone

'

s

.

.

concerns were reflected in the sections

requesting the bidders to use and build an accurate data system and to do an in-depth study of those programs using
I

O

"innovative approaches."
The data system represented deLone

1

s

desire to see a

tangible programmatic improvement after the consulting firm
had gone.

The in-depth study represented his belief that

six to eight of the programs were running higher quality

programs than the others.

He felt that the successful ele-

ments from those programs could be replicated in other programs.

He also felt that looking at the functioning program

components and creating model components to be used by other

^Richard

deLone, interview in New York, March, 1973.

H.

^Richard H. deLone and Francis X. Hartmann, "Request for
Proposals," October 1971 (Agency files), p. 2.
13

Ibid.

,

p.

4

.

.
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programs was a more productive use of
funds than attempting
to look at all of the successes and
failures
in all of the

programs.

Mr.

Hartmann was in favor of a complete review

of the programs

Both Mr. deLone and Mr. Hartmann were aware
of the
scope of the tasks and of the possible utility
of a number
of different approaches to the tasks, so they
agreed not to

place any restrictions on what methods were to be used, save
that they would be subject to ASA review.

In sum, Mr. deLone

and Mr. Hartmann understood the implications of the way the
RFP was written and they understood each other's role in the

writing 14
.

4.

.

Were any communications not taking place?

Using the method of judgment the writer established
in the third chapter describing the model, the answer is no.
If any communications were not taking place the author would

have been aware of someone's complaint about his or her lack
of participation later.

No one called attention to his or

her lack of participation in the writing of the RFP in the

year following its release.

^Author's notes taken at
deLone and Mr. Hartmann.

a February meeting of Mr.

:

.
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5.

Was the communication timely?
Yes, it was.

Mr. deLone and Mr.

Hartmann met a number

of times in a brief period about two
weeks prior to the issu
ing of the request. As both Mr. Hartmann
and Mr. deLone
were aware of the time binds that they were
operating under,
they communicated quickly and accurately.

Stage III.

Concluding the Decision; Communicating the
Outcomes

Criteria

4:

Acceptable statements of the outcome (s)
must be communicated to the participants
and non-participants interested in the
outcome (s)

The criteria is operationalized in the following

questions
1)
2)
3)

4)

1.

What was the outcome?
How was the outcome communicated?
a) Was there any feedback indicating the
acceptability or unacceptability of the
outcome?
b) How was it given?
Was there any response to the feedback given?

What was the outcome?
The "outcome/" the product of the decision, in this

case was the Request for Proposal.

2.

How was the outcome communicated?
The RFP was distributed to a list of six consulting

firms who had done some work for ASA in the past and whose
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work Mr. Hartmann was familiar with
previously.
given to two other consulting firms

It was also

that asked if they might

submit proposals, but had done no
previous work for ASA. A
copy of the RFP was also given to ASA
Commissioner Graham
Finney.
Was -here any feedback indicating the
acceptability or
unacceptability of the Request for Proposal?

3a.

How was it given?

b.

Two of the firms submitting bids indicated that
they
felt that the RFP was a bit vague.

That was the only nega-

tive feedback ever received concerning the RFP.

submitted bids and work plans.

Five firms

That is sufficient indica-

tion that the RFP was clear enough for interested parties to

respond in terms acceptable to ASA.
The manner in which the Request was sent out was never

criticized, since it did comply with city regulations requiring competitive bidding and availability for public inspection.

Later, at the Board of Estimate hearings, the Beard

attempted to discredit Mr. deLone as having written an inadequate request, but failed in their attempt.

members of the Board, Mr. Abraham Beame
1

,

Two powerful

the then City

c

Engel, Special Assistant to Mr. deLone, interview in New York, August 1972.
-‘--’Susan

-^Author's notes taken during Board of Estimate hearing,
February 1972.

.
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Controller, and Mr. Sanford Garelik,
then President of the
City Council, opposed the contract
for different reasons.
Mr.

Garelik disliked a Macro Systems vice
president, Mr.
Martin Kotler, who had formerly been a
deputy commissioner
at ASA.

Mr.

Beame seemed opposed to evaluation on general

principles and to the contract with MSI because of
Mr.
Kotler'

s

previous association with ASA.

Both men inferred

that some sort of payoff was occurring between ASA and
17
MSI.

The fact that the RFP and subsequent contract with-

stood these attacks was a tribute to their clarity and
tightness.
4.

That,

in a way,

is positive feedback.

Was there any response to the feedback given?
Yes.

The two firms that suggested that the RFP was

somewhat vague met with Mr. deLone and Mr. Hartmann at Mr.
deLone

'

s

invitation in October to clarify the points they

did not understand.

The meetings were satisfactory to both

parties as the vaguenesses were clarified as much as possible.

Mr.

deLone explained that some lack of concreteness

was necessary because of the newness of the programs, the

product of the prevention programs, and the lack of any

pre-existing evaluation standards.
great help to the two firms.

^ 7 Notes

files

This information was of

Mr. deLone was pleased with

taken at an unidentified meeting, Author's
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the meetings because of the insight
he gained into how some
body else might tackle the problem.
The meetings gave him
some feel for the response that would
be coming, prior to
having to make the final decision ciwarding
the contract. 18
The only other response by ASA was to
award the contract to Macro Systems Inc. in December of
1971.

Summary of Analysis
Let us review and summarize the major communications
in the writing of the RFP

.

The writer will point out those

factors which, in his opinion, were notable in their contri

bution to or detraction from the decision-making process.
-

Assistant Commissioner deLone and Mr. Francis
Hartmann, the Director of Evaluation, were the
primary decision makers in constructing the RFP.
Mr. deLone assessed the prevention programs, requested input from the program directors, and
made all final decisions concerning the RFP. Mr.
Hartmann contributed to the product conceptually.
Together they determined the type of evaluation
to be done.

18

-

The prevention program directors were clearly
peripheral decision makers in the writing of the
RFP and shared very little in the conceptualization of the evaluation design.

-

The delay by NACC in approving funds for evaluation, and the necessity to get a contract approved
by the Board of Estimate created a double time
bind, condensing the writing of the RFP into a
short time span.

Susan Engel, interview, August 1972.
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- The

Request for Proposal as publicly
released
wa S acceptable to the consulting
firms and to
the Board of Estimate, even though
the
spent a great deal of time looking for Board
irrequ^
lanties.

By this analysis, then, the
decision-making process

was a success.

The RFF was written in adverse circumstances

(time, Assistant Commissioner deLone
s newness,
'

and the sub-

sequent lack of an informal information system,
lack of response by the program directors) and was accepted
as a

suitable request by the critical participants
ing firms and the Board of Estimate.

— the

consult-

However, one must not

overlook the implications of any of the negative communica-

particularly

,

in this case,

the absence of substantive

communication between the program directors and the ASA personnel

.

The model used in this study is too crude to clearly

demonstrate causal relationships in any lack of significant

communication between Mr. deLone and the program directors,
but the model does show that it existed.

Describing it

chronologically, the first piece of communication occurred

when the Assistant Commissioner stated that an evaluation of
the programs would be done and asked for suggestions as to

how to proceed at a September meeting.
the perception of this communication.

Many factors colored
The Assistant Commis-

sioner was new and had not established a pattern of behavior
to the program directors, so they might have been unsure of

what he meant.

Many of the programs and program directors
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were just starting that September, were
unsure of themselves, and were either suspicious of any
evaluations or
did not believe it would be as valuable as
time spent else19
where.
The second piece of communication occurred when

only half of the programs were represented at the
meeting

and only a few of them by persons with any authority.

The

writer is not sure what the reasons were, but a pattern was

established that was to occur over and over again during
the next two years.

The Assistant Commissioner would step

forward, make an initiative effort, start a process, make
a statement

in short, act.

The program directors as a

group would not respond positively.

They would follow

grudgingly, debate within the Assistant Commissioner's
parameters, or attempt to deviate short of defiance--in
short,

they would react with resistance.

Again and again,

as will be seen in the next two decisions, the Assistant

Commissioner will be the pro-actor, and the program personnel
the reactor-resistor in the decision-making process.

If the

writer had more resources at his disposal he would investigate this situation and its implications.

It would be

fascinating to analyze the background and environment of
decisions made to see if the roots of this process were
fixed and determined by nature of the organizational alignments, or if they were the results of personalities.
fully,

that will be another study.

l^Author's notes made in February of 1972.

Hope-
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In sum,

vealed a

the analysis of the communications
has re-

c ecis ion-making

pattern of initiation, limited re-

sponse, then implementation of the
decision by the initiator.

Analysis of the Outcome

A second part of the summary is to determine
whether
or not the decision

success.

(not the decision-making process) was a

The standards set earlier defined a successful de-

cision as one which results in a desired product and the

maintenance of working relationships among the people involvsci*

A desired product is achieved if the participants

do not voluntarily reject whatever was produced within a

year of its communication.

The working relationships are

maintained if members of the organizations continue to seek
help from each other and communicate with each other as the
tasks and objectives of the organizations require.
In the case of the RFP,

uct.

it was not rejected as a prod-

In all of the complaints and difficulties with the

evaluation project, none were ever registered against the
initial outline, the RFP, or its stated goals.
As for the working relationships, they were maintained

The RFP did nothing to cause any rupture or seriously affect
any working relationships negatively.

The process in arriv-

ing at the RFP in retrospect seems to have been one that

neither was destructive nor helpful to working relationships
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The initiator-reactor pattern
described above is not viewed
as a healthy communication pattern.
But while it was not
healthy, it was not overtly destructive
o£ the working rela
tionships.
People continued to work together as
they did
prior to the construction and release
of the
RFP.
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CHAPTER
DECISION

2:

VI

THE WRITING AND RELEASING

OF THE INTERIM REPORT:

"A STATUS

REPORT ON SCHOOL-BASED DRUG

PREVENTION PROGRAMS"
Introduction
This chapter consists of some additional background
data, the stage by stage analysis, and the conclusions.

The writing and production of the Interim Report was

chosen as a case study primarily because of the number of

participants involved.
Additional Background Data

Macro Systems Inc. was awarded the contract in mid-

December of 1971.

Their chief officers began meeting daily

with Mr. deLone in early January, and their first official
day on the job was January 14, 1972.

The MSI personnel

worked for two weeks with no assurances that they would be
paid at all, as the contract had not passed the Board of

Estimate by mid- January.
Mr.

deLone, in persuading the Board of Estimate to

pass favorably upon the proposed contract between ASA and
MSI, was aided by the quality of the MSI proposal.

Its work
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scope was broader and far more
detailed than any other
work scopes, particularly in
outlining the task of building
the information system.
MSI outlined four major thrusts
whereas the other firms had outlined
only two
tasks:

a

limited evaluation of selected program
elements in a handful
of programs, and the construction of
a vaguely defined information system.
The tasks MSI contracted with ASA to perform are listed below.
The listing is in the chronological
order MSI envisioned at the time they submitted
their proposal.
"1.
"2.

Review and classify all district and Central
Board of Education programs
Design an information and evaluation system
and conduct pilot implementation in all 31
school districts and the Central Board's high
school program (SPARK)
Prepare and present a preliminary evaluation of
all programs to assist in program justification
and financing
Provide technical assistance to existing programs with primary emphasis in six to eight
selected school districts
Reports, including an inventory of funded programs, the 45 day report, the information system,
written manuals for system implementation, and
a final report reviewing Macro's findings and
recommendations to ASA on a policy level
Provide additional consultation and technical
assistance in the first month of the 1972-73
school year. "1
.

"3.

.

4.

.

.

.

.

.

.

.

.

.

"5.

.

.

"6.

1

.

.

"Proposal:
Information and Evaluation System for Drug
Education Programs," submitted by Macro Systems Inc. to ASA,
October 21, 1971 (Author's files), pp. 8-24.

2

.
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The Analysi s

Stage

There must be a thorough information
system that
a) gathers all necessary
data;

X.

b)

relevant to the statement of needs at
the
appropriate time; and

c)

explicitly identifies the decision maker
involved.

(s)

Gat hers all necessary da ta is operationalized

into the questions:
What was the necessary data?
Who determined it was necessary?
Was it gathered, and if so, how?

1)
2)
3)

The first two questions can be answered at the same time.
1.

What data was necessary to the preparation of the
Interim Report?

2.

Who determined it was necessary?
The MSI proposal was very explicit in stating what

data would go into the Interim Report and when it would be
released.

They suggested

the cumulative number of pupils served to date
compared to the projected total, an analysis of pupil
characteristics including age, sex, ethnicity, educational level, socioeconomic status, and drug use
history.
Retention and dropout rates, follow-up
procedures, outreach efforts, and program impact
would also be included in the report.
.

.

.

MSI also realized that the report had to be given to the New

York State Senate Subcommittee on Drug Abuse by March
^Ibid

.

,

p.

12

8,
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1972, when they held hearings, to
be of any use.
At that
time the legislature would decide how
much drug prevention

monies to appropriate for the coming
year.

Assistant Commissioner deLone, at the time
of writing
of the RFP, wanted city-wide statistics
that indicated
a

decline in drug use.

But by January, at the start of the

project, he agreed that such statistics were
unobtainable

and that the MSI information was sufficient.

At that time

he was more familiar with the programs and, like Mr.
Kotler
at MSI,

felt that the existing information was not accurate

and could not be used as a benchmark.

that a skillful use of input data (i.e.

ple serviced) would

be.

Moreover, he felt
,

the number of peo-

sufficient to convince those legisla-

tors who were asking for a demonstration of instant

programmatic results.

3

Thus, Mr. deLone and Mr. Kotler de-

termined w hat data were necessary.
T

3.

Was it gathered, and if so, how?
In this decision gathering the data is part of the

implementation, not part of the preparation for implementation, so the gathering of information will be discussed in

Stage II.

Mr.

ASA.

•^Author’s notes of a January meeting of Mr. deLone,
Kotler, Mr. Glover from ASA and Ms. gil del Real from

:

.

^
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There must be a thorough
information system that
(a) gathers all necessary
data, (b) relevant to the state
ment of needs at the appropriate
t ime

-g evant

(b)

j:

to th e

-

s t atement

of needs at the appro

B riate time will be operationalized in the following ques
tions
1
2

Was there a statement of needs?
Was it explicit or not?
(This includes content
and method of communication.)
If it existed, who devised it?
Was it timely?

)
)

3)
4)

1.

Was there
Yes,

statement of needs?

a

there was.

The MSI proposal stated

We will prepare a brief, informal narrative indicating the successes, problems, obstacles, and
innovative techniques employed by each program.
This effort, clearly attuned to the realistic
and practical needs of ASA, is closely correlated
and intertwined with the previously described task
of general system design.
Examination of existing
data and data requirements will provide the basic
information to be compiled in the preliminary
evaluation.
Data emanating from scrutiny of funded
proposals, from the compilation of the classified
inventory, from on-site discussions with program
officials, and from personal observation of program
operations will be tabulated and organized to provide this preliminary appraisal of program operations.
Data and inferences compiled during
this task will enable ASA to compile the statistical base for program justification and continuation
within 45 days of the beginning of this study.
.

.

.

.

.

^"Proposal
pp.

16-17.

.

.

.

.

,"

submitted by Macro Systems, Inc.,
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2.

Was it explicit or not?

Given the newness of the programs
and lack of task
clarity in early 1972, it was quite
explicit.
It indicated
where the data would be drawn from, the
data to be gathered
and its use.
Both the content and method of communication
were quite clear, leaving a minimal amount
of ambiguity.
It was not so vague as to be meaningless,
nor so specific

that methods of operation were decided a priori.
3.

Who devised it?
Mr. Kotler and Mr. Berzine at MSI devised it.

Kotler had previously worked at ASA as

a

Mr.

Deputy Commissioner

and was familiar with the nature of drug programs and accom-

panying informational problems.
4.

Was it timely?

Ideally it was not, because of the delays inherent in

gaining the necessary approvals of the evaluation project as

discussed in Decision

1.

Ideally, it should have been

written five months earlier, so that the report could have
been begun in early October.

But within the accepted frame-

work of reality it was timely.

description of tasks performed.

It was not a post facto
It was a statement of needs

submitted within the proposal in November, giving the participants a chance to consider its feasibility.
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There must be a thorough information
system that
gathers all necessary data relevant
to the statement

of

needs at the time and

makers involved

^

(c)

explicitly identifies the decision

.

E xplicitly ide ntifies the decision
makers involved

will be operationalized in the following
questions:
1)
2)

Were the decision makers identified to, or
bv,
each other?
Were there different levels of decision makers?

Both of the above questions can be answered at the
same time.

Organizationally and individually, the decision makers
were identified.

In a January 25th meeting of ASA, MSI and

prevention program personnel, Assistant Commissioner deLone
identified MSI as the people actually preparing the Interim
Report and in the field gathering the data for it.

He ex-

plained that ASA would lend whatever support MSI requested.
He identified himself and Mr. Kotler as being responsible

for the project with day-to-day decisions being made by Mr.

Berzine for MSI and Mr. Lehan for ASA.

He requested that

all questions or problems be referred to Mr. Berzine or Mr.

Lehan, as he and Mr. Kotler would be concerned with other

aspects of the evaluation as well as the Interim Report.

5

Mr. deLone also suggested that if the prevention programs

had any suggestions as to format or content of the data,
-’Author's notes of January 25th meeting of District

Drug Program Personnel.

.
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they should be made directly to MSI
and they would be considered along with other programs'
suggestions. 6 Thus, with-

out stating it explicitly, the program
directors were placed
in an advisory role again.
The program directors resented this
somewhat, but they
were also aware of the time pressures that
existed, and they
had just received rumors that there would be
no funds at all
for their programs for the coming school year.
The imminent

possibility of loss of funds and the desire to get information to the State Senate overrode their desires to take a

more active role in structuring the report.

7

Clearly, there were three levels of decision makers.
Mr. Kotler and Mr. deLone with advice from the program direc-

tors were deciding policy level questions.

Mr. Berzine and

Mr. Lehan were the day-to-day decision makers.

And finally,

the MSI field people and drug program personnel were gathering the data.

Stage II.

Acting on and Developing the Decision

Criteria

2:

A definition of the task(s) must be
understood by all participating
decision makers at the appropriate time.

Criteria

3:

Concurrent consultation between the
decision makers must be possible at
this time to:
a)

b)
c)

6

Ibid.

identify actions,
confirm expectations,
request resources.
7 Ibid

:
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Criteria

2,

"A definition of the task(s)
must be under-

stood by all participating decision
makers at the appropriate
time," will be operationalized by asking
the following questions
1)
2

)

What w as the task at this point in the
process?
s the task thoroughly understood
by the ^
participants?
Were the decision makers in the same time
frame?
.

3)

1

*

™ hat was the ta sk at this point in the process?
had to be done to write the Interim Report?

What

Three sets of tasks had to be performed between
January 25 and March

8

in order to write the Interim Report.

First, data had to be collected indicating how many and

what type of clients were being serviced in the school drug
Programs.
a

Second, the data gathered had to be organized in

coherent manner.

And finally, the report, including the

data, anecdotal material and narrative sections, had to be

written and distributed.
2.

Was the task thoroughly understood by the participants?
The participants (ASA, MSI and prevention program per-

sonnel) conceptually understood what they were to do, but in

practical terms they underestimated the magnitude of the
task.

The program personnel understood that they were to

supply data showing how many students they had seen in various program modalities.

But very few of the program personnel

realized that this meant they were to be truthful and that
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they were supposed to have records
verifying their verbal
statements.
Even after they were told of the
unacceptability
of their data they still felt it
should be used. The MSI
personnel understood that they were to
gather data, but they
were unprepared to find such a paucity
of recorded data and
such intense hostility from program
directors when pressed
for accurate service level figures.
Mr.

Berzine, Mr. deLone and Mr. Lehan were prepared
to

design a system of categories to describe the
services being
offered, but they were not prepared for the forthcoming
oppo-

sition to their system of categorization from the program
directors.

Further, once the tasks were begun, it became

apparent that much of the data MSI was gathering was inaccurate and that there was no desire by the programs to think
in terms of a data system

.

When ASA and MSI realized the

difficulty they were in, they intensified their efforts to
get accurate data.

The interviewers sent out by MSI met

with grudging cooperation and approximately the same figures
o

that had been previously supplied.
In reality,

then, the tasks were not practically under-

stood at the outset, even though the tasks were clearly outlined and understood on a conceptual level.
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3.

Were the decision makers in the
same time frame?
Yes.

The time limits were clearly
understood, and
even those programs not cooperating
understood the significance of the March 8 deadline.

Criteria

"Concurrent consultation between the de-

3,

cision makers must be possible at this time
to
actions,

(b)

confirm expectations,

(c)

(a)

identify

request resources."

This set of criteria will be operationalized
in the following questions:
1)

2)
3)
4)
5)

x.

Was it possible for the participants to consult
with each other?
Were any parties excluded?
W'hat communications were taking place?
Were they
clearly understood by all participants?
Were any communications not taking place?
W'as the communication timely?

Was it possible for the participants to consult with
each other?
Yes.

Conversations concerning the collection of data

and the writing and releasing of the Report were frequent

and non-exclusive.

The bulk of the consultation took place

between MSI and ASA and between MSI field personnel and pro-

gram personnel.

Communication between ASA personnel and

program personnel also occurred.

This was limited, because

there were only two people at ASA that the program personnel
O

Author’s notes of telephone conversation with Dr. Ira
Asherman, February 24, 1972.
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could talk to with any degree of
confidence— Mr

deLone and

.

Mr. Lehan.

Many program directors complained of
a lack of
ASA responsiveness to their requests
because of

the lack of

personnel resources at ASA.
2.

Were any parties excluded?
No parties were deliberately excluded as a
matter of

policy.

Limitation of resources at ASA possibly caused some

exclusion of some program directors.

Mr.

Lehan

'

s

personal

distaste for answering the same question from the same program director more than five times may have caused the exclu
sion of some directors at some times.

For example, two of

the program directors adopted the tactic of attempting to

avoid the task of data collection by wearing ASA and MSI

personnel down.

Mr. Lehan was picked as the prime target

and two weeks of this tactic resulted in Mr. Lehan*

s

not

answering two directors' calls for the month following
February 20.

Q

It is possible to answer questions

3

and

5

at the same time.

3a.
b.

What communications were taking place?
Were they clearly understood by all participants?

5.

Was the communication timely?

^Author's notes made following a discussion with the
two directors in question, March 15, 1972.

.
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All of the possible types of
communications identified
by the model were taking
place-identifying actions, requesting resources and confirming
expectations.
In reviewing the
communications between participants the
writer will follow
this order:
(1) MSI-program communication,
(2) MSI-ASA communicat ion, and (3) ASA-program
communications

Communication between MSI and prevention
program personnel had to do with the collection of
data.

numbers

of:

MSI requested

clients, age, number of times seen, etc.

programs' response was usually apocryphal.

The

One program indi-

cated they had provided individual counseling for
480,000
clients in less than nine months with a staff of twenty
people.

Given a thirty-five-hour work week with all thirty-five

devoted to individual counseling, that is approximately

nineteen students per hour or three minutes per student.
This program was, of course, an extreme example of fabrication, but most of the programs were providing client-service

figures that were higher than

was’

physically possible.

To

compound the situation, they had no records verifying the
staff's day-to-day activities.

An MSI field worker, after

conferring with ASA indicating the quality of the data, would
return to the program and attempt to establish more realistic

service levels by ascertaining staff time, schedules, size
of counseling groups, numbers of activities, etc.

Communication between MSI and ASA consisted primarily
of conversations between Mr. Berzine and Mr. Lehan,

.
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attempting to figure out

(a)

mation from the programs or

how to get more accurate infor(b)

if more accurate service

levels could not be gotten, how to
fudge it to make it sound
accurate without arousing suspicion 10
Shortly after the
.

project began, many of the indicators MSI
initially proposed
gathering were given up as unattainable.
Age, ethnicity,
sex and educational backgrounds of the
clients were forgotten
about as they were impossible to determine
in light
of the

nonexistent records.

So Mr. Berzine and Mr. Lehan turned to

the task of designing methods of accumulating
credible ser-

vice level figures, or at the least making them appear

credible

Communication between ASA and the programs consisted
of the programs calling Mr. Lehan to complain about MSI per-

sonnel or to request clarification of MSI's tasks and role
in the evaluation project.

Initially (the first few weeks

of the project in late January and early February)

some of

the program directors were successful in playing ASA against

For example, a program would call Mr. Lehan who was

MSI.

sympathetic to their complaints and would then call MSI and
report that Mr. Lehan had indicated they did not have to
comply with the previous MSI request.
to Mr.

Lehan'

s

MSI personnel.

When MSI brought this

attention he began to confer more closely with

Communications between ASA and program

^Author's notes of unidentified meeting.
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personnel then quickly decreased, and
ASA communicated with
the programs concerning the
11
Interim Report through
MSI.

The program directors resented this,
so a memo was sent out
from Assistant Commissioner deLone
on February 10 reviewing
the critical nature of the task, the
impending deadlines,
the necessity of speed and the desire
that programs cooperate
with MSI and that they refer all questions
to MSI, as ASA
personnel would not respond to any of the programs'
routine

queries for assistance until the project was finished.
5.

Was the communication timely?
In mid-February the New York State Senate Subcommittee

on Drug Abuse announced that it would hold hearings on
f'obruary

28

rather than on March

8.

On February 17 Mr.

Berzine began writing the Interim Report, leaving blank
spots where the numbers were to go.

By February

25

less

than 20 of the city's 31 prevention programs had responded
to the questionnaires MSI people had handed out in inter-

views with program directors.

On February 26 and 27 Mr.

Berzine, Mr. Bernard Veney and Mr. Lehan edited and corrected

what data had been compiled to make it seem more realistic.
They also made off-the-cuff projections for those programs

whose data was missing.

Mr. Venev supplied information con-

cerning those programs from interviews with various program
11 Richard H. deLone, memorandum to Drug Program Directors,
February 21, 1972.
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program staffs.

A handwritten 30-page synopsis
of the data
with narrative sections was given
to Mr. deLone on the 27th
for him to use in his testimony
before the Subcommittee
on

the next day.

The legislators promised refunding
for the

coming year.
The program directors breathed

a

collective sigh of

relief and assumed that the Interim Report
was complete.
But since copies of the Report had been
promised

to Senators,

Assemblymen, Councilmen, the Comptroller and the
Mayor, the
Report was not finished until it was distributed.
Therefore,
MSI personnel requested the data from the eleven
programs
a

third time in the last week of February, got nothing, and
sent the Report to the printers, noting for several districts,

Data unavailable, not yet reported.
tion 3b,

"

In response to ques-

"Was the communication clearly understood by the

P ar ticipants

?

"

it appeared by this lack of response that the

program directors understood the requests for data, but did
not understand the implications
Or, possibly,

o.f

not submitting the data.

if they understood the implications of not sub-

mitting the data, they chose to ignore the implications
until it was convenient.

They knew that the report would be

distributed to elected officials and the news media, as Mr.

deLone had stated

in early January that the document was

designed to acquire public support for the programs.

.
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4.

Were any communications not taking
place?
Yes, a great deal of communication
was not taking place.

The programs were not supplying
the requested data.

ASA personnel were not communicating
on

a daily basis

program personnel (concerning the Report,
that is).
Lehan and Mr. deLone indicated in mid-February

Also,

with
Mr.

that almost

all communication concerning the Report
would go through MSI

personnel
5.

Was the communication timely?

This question has been answered at the same time as

question

(3)

,

but the answers will be reviewed here in case

of any lack of clarity.

The process of requesting data from the programs was

begun as soon as possible.

MSI began scheduling interviews

with program directors to administer survey questionnaires
in early February.

Their protocol had already been approved

by ASA, and both ASA and MSI expected the questionnaires to
be filled out within ten working days.

When it became appar-

ent that this was not to be the case in at least fifteen

programs, MSI began calling the programs.

MSI attempted to

set up appointments with the programs having difficulty in

order to schedule sessions to help them.

This assistance to

programs began in mid-February and continued through late
March when an Addendum Report was released.

:

150

In summary,

the communications between
ASA, MSI and
the programs were timely in twenty
of the programs who submitted their data by March 1. In
the other eleven programs
communication was either late in coming
from the programs or
nonexistent. Of those eleven programs, two
maintain that
they complied with the request, forgot
to make copies, and
the data was lost by MSI.
There was no way to verify that,
as MSI said they never received it.

Stage III.

Concluding the Decision, and Communicating
the Outcomes

Criteria

4:

Acceptable statement (s) of the outcome (s) must be communicated to the
participants and non-participants
interested in the outcome (s).

The criteria is operationalized in the following gues—

tions
1)
2)
3)

4)

1.

What was the outcome?
How was the outcome communicated?
a) Was there any feedback indicating the acceptability or unacceptability of the outcome?
b) How was it given?
Was there any response to the feedback given?

What were the outcomes?
There were three outcomes consisting of the handwritten

notes Assistant Commissioner deLone used at the Subcommittee

hearings on February 28, "A Status Report on School-Based Drug

Prevention Programs" released to ASA on March
"Addendum to:

8,

and the

A Status Report on School-Based Drug Preven-

tion Programs" released by ASA on May 10, 1972.
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2.

How were the outcomes
communicated?

The handwritten notes were
given to Mr. deLone by Mr
Lehan on February 27. Fifty
bound copies of the "Status
Report on School-Based Drug
Prevention Programs" were delivered to Mr. deLone on March
8, 1972.
Mr. deLone then released the documents to the
program directors
by mail, the

Mayor's Office and City Council
by messenger, and the New
York State Senate Subcommittee
on Drug Prevention by mail.
Copies were sent to the New York City
newspapers and both
the
-- York Tlmes an <l the New York Post printed excerpts
of the report.
Extra copies were Xeroxed and given to ASA
staff members and anyone who requested a
copy.

*

—

3a.

Was there any feedback indicating the acceptability
or
unacceptability of the outcomes?

Most of the feedback was favorable.

The legislators

present at the hearings and other New York City legislators
not on the committee were impressed by the numbers of students and parents seen in the six months since the opening
cf the programs the previous September.

The Mayor's Office,

the Comptroller's Office and a few of the City Councilmen

were skeptical of the numbers but impressed with the format
and professional nature of the Report.

All of the program

directors whose data was included were quite pleased with the
Report.
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On the negative side, only city
Council President
Sanford Garelik and those program
directors whose data was
not included were angry. Mr. Garelik
declared that the Report was a "waste of the taxpayers’
money." 12 The eleven

program directors whose data was shown as
unavailable were
furious, claiming "they had been deliberately
excluded."

A third reaction was that the New York Times
and the
N ew York JPost carried stories in their
March 14
editions

printing excerpts of the Report and comments by Assistant

Commissioner deLone.

These stories lent some credibility to

the Report, as the Times had repeatedly attacked ASA in
the

recent past.
3b.

How was the feedback given?

The positive feedback came in the form of conversations,
letters, refunding, and the newspaper articles in the Times

and the Post

.

The negative feedback came in the form of

letters to and conversations with the Assistant Commissioner.
4.

Was there any response to the feedback?

ASA and MSI responded to the negative feedback from
the eleven program directors by promising to write and release
an addendum to the Report.

This was done and the "Addendum

^Article, New York Times, March

16,

1972, p.

8.

.
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A Status Report on School-Based Drug
Prevention Pro
grams wat released to the public on
May 10, 1972.
to:

Summary of Analysis

A review and summarization of the analysis
of the communications in the decision-making process
brings out the
following points:
-

The statement of needs and task definitions were
conceptually clear to the MSI and ASA staffs.
The unaers tanding of the task, while conceptually
clear, was not operationally clear to the MSI and
ASA staff. They overestimated the level of data
collection and record keeping by the programs.
The MSI-ASA personnel also underestimated the
difficulties involved in collecting service level
data after realizing the situation.

Eleven of the thirty-one programs had submitted
no data at all by the reporting deadline set by
MSI and ASA.
-

Much of the data that was received by MSI had to
be revised because of its obvious lack of truth.
This editing process, done primarily by Mr. Berzine
and Mr. Lehan, was received without comment and
was probably helpful to the credibility of the
Report

-

The communication of the substance of the report
to the New York State Senate Subcommittee on Drug
Abuse was positively received, and at the least
contributed to a favorable impression of the drug
prevention programs. The Report itself was received with no major criticism and even received
some compliments as to its quality and substance.

-

The substance of the Report was unacceptable to
several program directors, namely, those whose
They demanded an addendum
data was not included.
report, and it was done.

.
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These comments support the following
conclusions and
hypotheses
The communication pattern which was
seen in the writing
of the RFP is seen here again in at
least eleven of the programs.
ASA initiated an action, and the program
directors

reacted negatively but not directly.

They did not openly re-

ject any act or request from ASA in a manner that
would

cause ASA to respond in a punitive manner.

The eleven pro-

grams, by not supplying data, for whatever reasons, knew

they were not risking the loss of refunding.

They knew they

were risking something, but since it was less than loss of
money, they calculated that the risk was probably worth it.

Their calculations appear to have been correct.
In this decision another aspect in the pattern emerged.

When the data from the eleven programs was not submitted and
published, the program directors demanded that ASA and MSI

rectify the situation.

The directors demanded that ASA and

MSI make another effort to collect the data and publish an

addendum.

At no time did these programs suggest that the

responsibility for the absence of the data rested within
their own programs, or that its absence was caused by their
actions.

This response by the programs leads the writer to

tentatively suggest another dimension to the proactionreaction decision-making pattern suggested in Decision

1.

One aspect of the ASA proaction-program directors reaction

communication pattern was for the dissatisfied reactors to
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subsequently attempt to place all
responsibility for the
activity on the proactor.
The advantage of such a strategy
in the case of the
Interim Report was that it was not
worth the effort for ASA
and MSI not to do the addendum
report.
More energy would
have been spent proving
who-did-not-do-what than was practical.
MSI had five other tasks to be
accomplished
in four

months.

The programs knew that they could
make it impossible
for MSI to fulfill their contract
with ASA, thereby subjecting the lack of contractual fulfillment
to public scrutiny.

Clearly, then, the program directors calculated
as to whether

the responsibility could be affixed to the proactor
success-

fully or not.

It appears not to have been a blind, impulsive

act, but at least partly a response to pressure placed
on the

eleven program directors from elsewhere in the bureaucratic
system

.

The eleven directors certainly were criticized by

their school district superiors as being negligent in running

their programs because their program kept no records.

They

could not respond to this criticism individually or collectively by publishing their own report.

They could not do

this because they had no resources or more importantly they

would have been indirectly attacking themselves.

Those pro-

grams then acted in accordance with their view of the situation by requesting ASA to amend the report.
A second conclusion is also a tentative hypothesis but
of a more general nature.

In the face of no data,

any data

,

,
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thatJ^^3_reasonable» will

be believed

.

The raw data that

Berzine and Mr. Lehan edited was
patently false.
was no time or method for determining
how false,
Mr.

There

so it was

reworked to appear accurate.

seriously challenged.

The data was subsequently not

If it had been seriously challenged

and shown to have been doctored, the
credibility of MSI and
ASA would have been seriously impaired. But
the editors
(Mr.

Lehan and Mr. Berzine) knew that no one else had
any

data or was in the process of collecting any data
from the

prevention programs.

They were also betting, along with Mr.

deLone, that anyone wishing to disprove the data would have
to go to a lot of work to demonstrate that a significant num-

ber of programs had no methods of collecting client data.

This reasoning led to two corollaries to the above hypothesis

Corollary 2A

-

In a political arena, if there is no
data on record and collection of the
data requires a significant amount of
resources, if one states one's data
first, it will be very difficult for
the other fellow to disprove it.

Corollary 2B

-

In the political arena, if someone,
(B)
disproves someone else's, (A's),

data, then (B) must also supply new
data of the same nature and be able
to prove its accuracy.

Analysis of the Outcome

Applying criteria of task achievement and group maintenance to the outcomes

(the "Interim Report," the "Addendum

Report," and Mr. deLone'

s

notes)

the following can be said.
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The Report was successful in
achieving its objective of help
ing to secure funds for the coming
year.
The
Report, as a

product that reflected the effort of
all parties involved,
ASA, MSI, and the program directors,
can be considered successful if the Addendum Report is
included in the definition
of outcomes.
If the Addendum had not been written,
the rela
tions between ASA and several directors
would have been severely strained. Working relations were
strained when the
eleven districts were not included in the
original Report.
As the Addendum was written, the directors
felt they were

being listened to and normal working relations were
maintained.

Mr. deLone s notes were useful in securing refund'

ing and therefore should be considered successful.
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CHAPTER VII
DECISION

3:

THE DESIGNING AND IMPLEMENTATION

OF THE MANAGEMENT INFORMATION
SYSTEM

Introduction
This chapter consists of three sections,
additional

background data, the analysis of the application
of the criteria, and the conclusions drawn from the
analysis.
This decision was chosen for analysis because
of its

potential effect on the operation of prevention programs
and

because as a "standardizer " of concepts, it reflects the inherent difficulties in communicating a simple idea to

a

large number of people.

Additional Background Data
In order to place in a proper context the construction

of the Management Information System (MIS)

,

the reader should

be aware of the following information.
In mid-March, at the same time that Macro Systems under-

took the construction of the MIS, several other projects within the evaluation contract were under way

:

^

(1)

the inventory

of the schools' drug programs was still not complete;

(2)

^•See Appendix D for a more detailed presentation of
these activities.

the
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technical assistance to the
designated eight districts had
lust begun; (3) the Interim
Status Report was completed,
but
several districts complained
that they "had been left out"
and an additional report was
being prepared; and
(4)

an ex-

tensive additional "Survey of Drug
Abuse Attitudes" was begun at the suggestion of Macro
Systems. At the time MSI was
also conducting a series of surveys
for the Department of
Health, Education and Welfare in
Washington and felt that it
would be of little additional cost
to also conduct this survey for ASA.
The survey was designed to examine the
knowledge,
attitudes, and practices regarding the awareness
of drugs by
two populations:
(1) students in the drug programs, and
(2)

is

the staffs of drug programs.

...

In MSI's words,

"The study

an effort to examine those underlying processes,

such as knowledge and attitudes, which characterize the content and structure of drug education messages and ultimately

determine their acceptability

and-

overall effectiveness."

The idea was to see if there were differences between the

intentions of messages sent by staffs and their reception by
the clients.

Due to difficulties presented by the length of the

questionnaire (twenty pages)

,

reluctant school district

superintendents, and Central Board of Education obstacles,
the survey took approximately 180 man days to complete at
an expense of $35,000.
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The following table provides a
summary of the activities being performed in the remaining
three and one-half
months of the MSI contract. With the
exception of the followup assistance which was to occur in
September, all of the
tasks were being performed at the same
time as the construetion of the information system.
TABLE

2

SUMMARY OF MSI ACTIVITIES

Originally
Planned
Man Days

Budgeted
Professional
Charges

52

16,800

MIS construction

166

29,660

Interim Report

176

33,600

41,500

Technical Assistance

262

58,920

58,920

Prepare & Present
Reports

166

27,740

29,000

55

11,900

Inventory

Provide assistance with
MIS in following
September

Attitudinal Study

0

0

Estimated
Actual
Charges
16,8.00
?

0

35,000

Analysis
Stage

I.

There must be a thorough information system that:
a)

gathers all necessary data;

b)

relevant to the statement of needs at the
appropriate time; and

.
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explicitly identifies the decision maker
involved

c)

In this decision some questions
from part

of Criteria

(a)

1

(a)

.

(s)

and part

(b)

can be answered at the same time.

gathe rs all necessary da ta will be operationalized

into the following questions:
1)
2)
3)

(b)

What was the necessary data?
Who determined it was necessary?
Was it gathered, and if so, how?

Relevant to the statement of needs at the time

is operationalized in the following questions:
1)
2)

3)
4)

Was
Was
Who
Was

there a statement of needs?
it explicit or not?
devised it, if it existed?
it timely?

In this decision questions a.l,

a. 2,

a. 3,

and b.l can best

be answered together.
a.l.

What was the necessary data?

a. 2.
a. 3.
b. l.

WT ho determined it was necessary?
Was it gathered, and if so, how?
Was there a statement of needs?

Originally there were two statements of needs outlining the necessary data to be gathered in

information system.

a

management

The two statements of needs were Mr.

deLone's RFP and the MSI proposal.

Both statements out-

lined an information system that would gather program ef-

fectiveness indicators as well as basic service level data.
The additional statement of methodology was part of the MSI
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proposal.

Both statements aimed at constructing
a sophisticated management information system
that would not only
capture basic program data but also
enable ASA to establish
outcome definitions and solid program
evaluational criteria
within a year.
But by a March 14 ASA-MSI meeting, Mr.
deLone was
persuaded that a more realistic approach would
be to install

successfully an information system that gathered
basic

client-service and resource-input data.

If that went

smoothly, then ASA would later attempt to graft onto
it an

information system that supplied program effectiveness indicators

.

Mr.
Mr.

Kotler and Mr. deLone then instructed Mr. Berzine,

Lehan, Mr. Ira Asherman and Mr. Bernard Veney to design

an information-gathering system that supplied ASA with

clients-serviced figures and resources-utilized data.
Kotler called it a "bean-counting, nuts and bolts

Mr.

system."'*"

At this point there was no written statement of needs, but

rather an understanding among the ASA-MSI personnel responsible that the task was now to construct a modified, simpler

version of the data system envisioned in the MSI proposal
earlier.

It was also understood that if the ASA-MSI esti-

mation of the programs' data-producing capabilities was too

^Author's notes of March 14 meeting in MSI offices.

low, a shift would be made
back to building a more
complex

information system.

Perceptions of what was useful
and what
type of system was not had been
collected during the Interim
Report Project and the beginning
of the Inventory
Project.

To return to the remaining
questions from set
1:

b.2.

(b)

of Criteria

Was it explicit?

The updated statement of needs was
not commonly ex-

Several people took notes but no letter
summarizing
the conversations was issued.
b.3.

Who devised it, if it existed?

Although it did not exist as an explicit statement,
Mr.

Kotler

,

Mr.

deLone and Mr. Veney felt that they under-

stood what was needed.

Mr. Asherman and Mr. Lehan were two

steps behind so Mr. Kotler and Mr. deLone were actually the

creators of the
b.4.

i mplicit

statement of needs.

Was it timely?
This implicit, modified statement of needs emerging

from the March 14 meeting was timely.

It occurred just

prior to beginning the task.
There must be a thorough information system that

gath--

ers all necessary data relevant to the statement of needs at
the time and

involved.

(c)

explicitly identifies the decision makers
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<C)

£gEl lcitl y identifies

t he

decision makers involve

will be operationalized in the
following questions:
11

01310 " makerS ldentified to, or
by,
each other?
Were tnere different levels of
decision makers?

2)

1-

6

others

deCision makers identified to, or by,
each

Yes, the decision makers within
ASA and MSI were iden-

tified at the March 14 meeting.

It was clear that Mr. Lehan

and Mr. Asherman respectively were
responsible for the dayto-day running of the project. Mr. deLone
and Mr. Kotler

were responsible at the policy level for ASA and
MSI actions

While this was not made explicit to the programs until
early
April, the directors knew whom to call two days after the
task began.

Therefore, it is accurate to say that the deci-

sion makers were identified by and to each other within the

ASA-MSI framework formally.

Among the program personnel the

decision makers were identified informally.
2.

Were there different levels of decision makers?
Yes, there were.

This question was answered in the

preceding question.

(

d

)

Did an information system exist among the decision

makers prior to the gathering of this information, or did it
require building ?

In either case what was the quali ty ?

.
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Through the previous two months,
close associations,
formal and informal channels had
developed between ASA personnel, MSI personnel and program
directors.
Communication
along these channels usually
occurred smoothly, consistently
and quickly.
But when any miscommunications
between ASA and
MSI did occur they were quickly
corrected because of
the

speed of the operation and the small
number of people making
decisions

Communication coming from ASA and MSI to the
programs
was usually accurate, and formal channels
did exist between
ASA and the programs, although not extensively.

For example,

occasionally an MSI field person or ASA representative
would
schedule an appointment and miss it without informing
the

program director.

This did not occur often.

Communication

from the districts to Mr. Lehan and Mr. deLone was spotty
and inconsistent in timing and quality, but was improving

regularly.

The communication system between Mr. Lehan, Mr.

deLone and the prevention programs was partially, but not

completely developed as a system.

There were a few excep-

tions where programs and ASA were in close contact and the

information flow was systematic, but those exceptions were
due to the personalities of the directors and were not repre-

sentative of

a system.

The communications coming to ASA and MSI from the pro-

grams was difficult to assess.

Many MSI and ASA staff

members complained that it was difficult to develop

a frame

:
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of reference so as to
determine the validity of the
complaint
or the motivation behind
any director’s statement
at any one
point
time.
This was because of the
constant negativeness
of the program directors.
Many of them felt that a data
system per se was unnecessary
and an irrelevant use of staff
time.
Also, the consistency with
which the directors would
lump all ASA-MSI personnel
together made it difficult to determine specifically what they were
talking about. For instance, if a person in the Fiscal
Department said X, it was
assumed by many of the program directors
that Mr. deLone, Mr
Lehan, and Mr. Kotler all knew about
it and agreed.
This
phenomenon made it difficult to sort realities.

m

Stage II.

Acting:

Developing the Decision

Criteria

2:

A definition of the task(s) must be
understood by all participating decision makers at the appropriate time.

Criteria

2

Concurrent consultation must be possible
at this time to

:

a)

b)
c)

Criteria

2,

identify actions
confirm expectations
request resources

"A definition of the task(s) must be under-

stood by all participating decision makers at the appropriate
time,

"

will be operationalized by asking the following

questions
1)
2)

What was the task at this point in the process?
Was the task thoroughly understood?

:

;

.
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1.

What was the task at this point in the
process?
In mid-March the overall task was to
design, field-

test and implement in six to eight programs
an information
system that would provide client and resource
data on a
regular basis to ASA and all of the drug prevention
programs

The MSI proposal broke this task into the following
sub- tasks
(1) Determination of preliminary information requirements [for ASA]
(2) analysis of the programs' information requirements; (3) development of a general
system design for collection and reporting; (4) review of the general design with ASA officials before
implementation; (5) development and preparation of
written procedures for [each program]; (6) implement
the information reporting system with special emphasis on six to eight specially selected districts;
(7) provide on-going technical assistance in implementation as needed. 2

2.

Was the task thoroughly understood?
Yes, the task as an isolated piece of work was under-

stood.

The MSI proposal clearly outlined the steps necessary

to achieve it.

ASA in hiring Macro Systems Inc. determined

that their clarity of work scope, especially as regarded the

data system development, was particularly specific.

Also,

the experiences of January and February had taught the MSI

and ASA personnel to expect some difficulties in planning an

information system for the programs.
^"Proposal
Inc.
pp. 11-16
,

.

.

.

,

"

Therefore, it appeared

submitted to ASA by Macro Systems

.

.

that the task was understood both conceptually
and practi
cally

Criteria

3,

"Concurrent consultation must be possible

at this time to identify actions, confirm
expectations, re-

quest resources," will be operationalized in the following

questions
1.

1)
2)
3)
4)
5)

Was it possible for the participants to consult
with each other?
Were any parties excluded?
What communications were taking place? Were they
clearly understood by all participants?
Were any communications not taking place?
Was the communication timely?

Was it possible for the participants to consult with
each other?
Yes,

it was.

Mr. deLone and Mr. Kotler conferred fre-

quently, as did Mr. Lehan and Mr. Asherman.

The program

directors were also in constant contact with these ASA, MSI

decision makers.
2.

Were any parties excluded?
No,

in fact, many program directors complained that

they were too involved, that this project was taking too

much of their time.

No complaints of exclusion were voiced

by ASA or MSI personnel either.

3.

What communications were taking place? Were they
clearly understood by all participants?

169

In order to analyze the information system project com-

munications in a proper context, the reader should remember
the description offered earlier of all of the activities

being performed at this time as part of the MSI-ASA evaluation
project.

The answers to the above questions will be more

clearly understood if you bear in mind the number and variety
of tasks that were being attempted concurrently by a limited

number of individuals.

Communication surrounding the construction of the infor-

mation system was focused on three approaches to the problem.
The first two sets of concerns were shared primarily by the

mid- and lower-level ASA-MSI personnel charged with building
the system.

Their communication centered around two

approaches to the problem.

One thrust was to design an in-

formation system from an ideal point of view and work back
from that as reality demanded.

A second thrust was to deter-

mine what the programs were actually doing and design

a sys-

tem that did the best possible job given the circumstances.

A third set of communications were those occurring
primarily between the policy makers concerning resource
allocation and deadline dates.

As time grew shorter and

other tasks remained unfinished, resources were drawn away
from the construction of the information system.

ihis

timediminishment of resources called for reassessments of

frequency.
tables and task definitions with increasing

This

)
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made work increasingly difficult, and
will be discussed in
detail later.
The people working on the conceptual
approach met regularly, amid their other tasks, and
developed an intricate
system that reported as many programmatic
services as could
be imagined.
The model was complete in early April, and
on
April 3 all MSI and ASA personnel involved with
the task met
to begin comparing it with the "real world"
situation
as

found by a team of MSI specialists.

(This team was the same

group providing the technical assistance to the selected

districts

.

The team working "from the ground up" verified ASA's
and MSI's fears concerning the programs’ reporting capabilities as seen during the Interim Report project.

The Monthlv

Reports submitted to ASA were, as suspected, exercises in

creative fiction.

Approximately two-thirds of the districts

kept no records of services or client records at all and the

remaining third had kept client records in individual staff
members’ daily logs, but very few had accumulated staff logs
to indicate program-wide service levels.

Furthermore, one

of the team members, Mr. Veney, noted that most of the pre-

vention program staffs he had talked to were opposed to any

information-gathering system at all.

They felt that it was

unnecessary work for them, that it "was

a

violation of the
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confidentiality due their clients, and
was not useful information anyway."
At the April
Mr. Lehan, Dr.

meeting Assistant Commissioner deLone,

3

Ira Asherman, and Mr. Bernard
Veney completely

gave up hopes of all but the most basic
reporting system.
The following chart showing the potential
users, purposes,
and priority levels of any data that might
be collected was
an outcome of this meeting.

Participants
Audience

&

Purpose of Any
Data Gathered

1.

Addiction Services Agency.

Program management and policy
setting, level of refunding.

2.

The individual programs.

Program management.

3.

State legislature

Refunding.

4.

The general public.

Fig.

Given

(a)

&

5.

NACC.

General understanding, awareness of drug program's effectiveness, and increased
knowledge of alternatives
to punitive methods of dealing with drug abuse.

Purposes of data
collected and
priority of users

these priorities,

(b)

capabilities at the program level, and

the data collection
(c)

the data analysis

capabilities at ASA, it was decided that the information
system would focus on the most basic data.

Data gathered

would include the numbers of students serviced, the type of
^Author's notes of meeting with Mr. Veney.
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services provided, and resources allocated to
the different
types of services.
This would at least give ASA the basis
for a correlation between resources and types
of
services.

Having decided on April

3

what data to seek, there

arose the question of how to structure the data-gather
ing
instrument.

Much work had been done concerning the struc—

of information in the Interim Report project and the

Technical Assistance project.

The next communication that

occurred was a pooling of everyone's

(Mr.

Veney, Mr.

Asherman, MSI field workers, and Mr. Lehan) knowledge and
sewing the framework together so that it would be applicable
to all of the programs.
In a series of meetings on April 4, 5, and 6, two pre-

viously unrealized factors came to the fore.
field

teara

First, the MSI

reported that the progriims had requested an infor-

mation system that reflected their program structures as well
as program services

program structures.

.

4

Second, there was a great variety of

Some programs, employing sixty people,

ran eight different activities in twenty-seven different

places with six intermediate supervisors.

They requested a

three-level information system which reflected their

^

In some programs paraprof essionals provided services

These teachers also proand were supervised by teachers.
vided services as well as supervised, and in turn were supervised by the programs' assistant directors. Other programs
with smaller staffs were simply supervised by the director.
Schematically, the two programs would look like the
illustration below:

173

programmatic structure.

Other programs employing ten people

offered three services in three places
and labeled their ser
vices differently than other programs.
For
example, "rap

groups

in one program would be "encounter groups"
in a sec-

ond program.

They would be "discussion groups" in yet a

third program, and "tutorial services" in a fourth.

The

settings in which these services were offered varied
widely
and the program directors were bent on stressing the

Program A

Fig.

6.

Program B

Scheme of Program Personnel Levels

In program A the Assistant Directors and teachers are
probably providing services directly as well as supervising
other personnel.
They must report data as well as collect
In program B the Director simdata from their supervisees.
ply has to summarize what data the paraprof essionals provide.
The information system accommodated these variations by providing for the transfer and summarization of information from
In a small program only two were to be
one set to the next.
filled out, one set by each worker and a summary set by the
assistant director.

.

.
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differences.

The two problems of program structure
and dif-

fering terminologies confounded the MSI and
ASA personnel for
approximately two weeks. By that time it was April
15 and
impossible to field test an information system in any
of the

programs

5

The problems of program structure and differing termin-

ologies were resolved by developing a matrix of program activities and program components.

Mr. Veney and Mr. Asherman

refined their previous program impressions and met with several program directors in late April to see if the program

component definitions were accurate and acceptable to the
directors.

Mr. George Lattimore and Ms.

fluential program directors

Zelma West, two in-

who had structurally complex

^During this period Mr. deLone had been pressing for a
completion of the information system design by April 15 in
order to send it to the programs by May 1 so that data collected in May and part of April could be reported to ASA at
the end of May.
Getting the system out to the programs any
later than May 1 meant that data from the first part of May
would be lost, and only data from- the second part would be
collected and reported. Data from the second part of May
through June was not truly reflective of program activities
and also difficult to collect since students spent most of
May and June in examinations and finishing the academic year.
Because students were not in their usual activities, it was
unlikely that the data would be representative or accurate.
Especially since many staff members were beginning their vacations in June, ASA felt that the data would be of dubious
quality
The two-week delay in putting the framework and definitions together, combined with the time required for printing,
meant that the design would be completed sometime in mid-May.
Thus the possibility of doing a thorough field test was almost definitely lost. Mr. deLone wanted to try anyway, and
it was left open to be discussed with program directors at
the presentation of the system in mid-May.
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programs, were consulted and felt that
the component definitions could be used.

This three tiered matrix system was
largely Mr. Asherman's, Mr. Veney's and Mr. Kotler's idea,
although Mr. Veney
argued strenuously for another level of data
collection
be-

cause he claimed that the forms could not
possibly be filled
out on a daily basis by each worker.
He contended that if

some type of daily log for each drug program worker
were not

built into the system, the whole system would fail.
that argument.

He lost

The three-level Management Information System,

whose lowest level of data collection was

a

weekly summary of

services provided, was decided upon.^
The final design and typed copies of the first draft
of the forms and instruction manuals were approved by Mr.

deLone and Mr. Lehan on April 25.

They were then sent to

the printer.

During the process of designing and constructing the

information system, communication between ASA and MSI was
clear, and although it was frantic at times, it was, for the

most part, understood.

Communication coming from program staffs, with
exceptions, was difficult to assess.

a

few

It was often difficult

to tell whether their criticisms were feigned or real, whether

they meant the criticisms or were simply hoping to avoid

^ Author's

notes of this meeting.

complying with ASA data requests.

At this time most of the

communication dealt with facets of the evaluation project
other than the construction of the information system.

The

negative nature of the programs' comments increased when MSI
began their attitudinal survey in early April.

The attitudi-

nal survey had begun with a notice of survey intention sent
out.

by MSI on the 31st of March and lengthy questionnaires

distributed on April

3.

It quickly became apparent that MSI could not meet

their projected survey deadlines because of severe resistance
by drug program directors and school principals.

The drug

program directors in some cases simply refused to cooperate.
In some cases they requested orders

;

to cooperate, and over

50 percent of the elementary and junior high school princi-

pals refused to participate without orders from the Central

Board of Education.

After the proper requests were issued, many principals
and program directors dragged their heels by delaying the

scheduling of interviews as long as possible.

Other princi-

pals, while seeming to cooperate, set up interviews for the

MSI field staff to administer the questionnaire, then called
at the last minute to cancel the appointment, claiming an

unforeseen catastrophe.

This delaying tactic was used until

early May when end— of-term tests began.

pretensions of cooperation ceased.

At that point all

Claiming that the inter-

study
views were interfering with the students' ability to

for tests, the principals put
pressure on the school district
superintendents to get MSI and ASA out
of "their" schools.
The superintendents then made life
unpleasant for the drug
program directors.
To counter the delaying tactic MSI
assigned more peo-

ple to the task in an attempt to complete
the survey as
quickly as possible. Mr. Asherman, Mr. Veney,
and several
others were pulled into the survey project. As

MSI "upped

the ante," the school principals responded with
more delay-

ing tactics and began applying further pressure to
the drug

programs by complaining about "MSI harassment" to the school
district superintendents.

They in turn, not wishing to appear

disinterested, would make life unpleasant for the drug program director.
By mid-May several program directors were either scream-

ing or diplomatically suggesting that ASA, through the survey,

was hampering the ability of the drug programs to function.
The directors also argued effectively that ASA was destroying

their working relations with their immediate supervisors, the
school district administrative personnel.
Mr.

deLone and Mr. Lehan reluctantly acceded to these

complaints and asked MSI to conclude the study and write the
survey from whatever data they had already gathered.
The hostility and resistance on the part of the program

directors that was raised by the study spilled over onto the
newly designed Management Information System and the entire

.
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evaluation project.

By early May Mr. Lehan's telephone
calls

were averaging twelve complaints

a day

against MSI and MSI

personnel for interfering with the "true goals of the
programs working with the kids."

—

To summarize, communication coming from the program

directors in the acting phase of the decision was often hostile, confusing and non-productive.

Much technical informa-

tion, both solicitous and directive, flowed between ASA and
MSI, and to the program directors and staffs.

Very little

technical communication emanated from the programs towards

ASA and MSI,
4.

Were any communications not taking place?
Within the framework of the workscope as stated in the

MSI proposal, all parties 7 were communicating as anticipated.
No one was excluded.

Practically speaking, all parties were communicating.
Certain types of communication were missing.

The program

directors were not providing any positive or cooperative

communication

After the MIS was installed, several program directors
claimed that they had never been consulted about the MIS.
They claimed it was foisted upon them with no alternative

choices available to them.
7

(ASA,

It was true that they did not

MSI, program directors.)

.
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have any choice about having an
information system.
But in
March and April their advice for modifying
the system was
solicited from some directors, and in May
all the directors
were consulted.

5.

Was the communication timely?

With respect to the information system, all
communication was timely until early April.
The problems of concurrent
projects, MTS activity definitions and program descriptions
slowed the construction of the MIS down quite a bit.

At that

point communication speeded up and communication between ASA,
MSI and the programs became much more frequent and often

frantic after that.

The quality of the communication has al-

ready been commented on, but as to timeliness, the timing was
not amiss.

Stage III.

Concluding the Decision:
Outcomes

Criteria

4:

Communicating the

Acceptable statements of the outcome (s)
must be communicated to the participants
and non-participants interested in the
outcome (s)

The Criteria is operationalized in the following questions

:

1)
2)
3)

4)

What was the outcome?
How was the outcome communicated?
a) Was there any feedback indicating the acceptability or unacceptability of the outcome?
b) How was it given?
Was there any response to the feedback given?
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1.

What were the outcomes?
There were three outcomes.
2.
1.

3.

A meeting with drug prevention program
directors
on May 17, 1972, to explain the concept
and present the Management Information System
(MIS) for
suggestions and revisions.
The second outcome consisted of the MIS itself
and the meeting at which it was presented.
Two
printed copies and instruction manuals were
distributed to each program director on June 26,
1972, at a training session for drug prevention
program personnel.
The final MIS was presented
there.

Additional copies of the MIS without the instructions were distributed to the programs in December
of 1972.
2.

How were the outcomes communicated?

Outcome

1:

At a meeting on May 17, 1972, the Manage-

ment Information System (MIS) was explained in concept to the

program directors by Mr. Ira Asherman, Mr. Bernard Veney and
Mr.

Richard deLone.

Mr. Asherman stated that the major pur-

pose of the meeting was to elicit comment and suggested revisions.

He also suggested that they take the document home

with them and call MSI if they had further suggestions after
reflecting on it.

He requested that they respond within the

following two weeks.
He followed that comment with the suggestion that the

programs begin using it in June.
been served by this.

Two objectives would have

The programs would in effect have been

field testing the instrument which would flush out any
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unforeseen problems in the system.

Secondly, it would have

given the program staffs a chance to
get used to it.
Mr. Asherman's suggestion met
with a strong and vocal
reaction. When order was restored,
several directors stated
their opposition to the suggestion in
more rational terms.
Their main arguments against using the MIS
in June were:
- There was not sufficient
time to train their staffs.

Many activities would be closing down in June
and
to attempt implementation of the system
would be
useless.
A significant number of staff would be taking their
vacations in June and would not be available for
training.
- Because of the high turnover in staff,

training people who were not coming back would be a waste of
time.

Mr.
it,

Lehan then argued that they should take a crack at

as it would benefit them to be familiar with it when

September came and they had to do it.

The directors re-

sponded that they would do it when they had to.^
Many directors offered criticisms and suggested changes
in the system at the meeting.

Others said they would examine

it and either call or write Macro Systems.

Outcome

2:

Very few did so.

The June 26 meeting and the Management
Information System itself

The Management Information System itself consisted of
an overview explanation of the system, three sets of data

forms to be filled out by different levels of program

^Author's notes of the May 17 meeting.
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personnel (if applicable)
each set of forms.

,

and three sets of instructions for

There was an additional set of forms for

ASA to total the data on.
The forms were color coded to reflect the level at

whicn they had been filled out.

The three sets were blue

for the service level, or baseline, forms; green forms for

the intermediate supervisory level; and salmon colored forms
for the assistant director/director summary sheets.

Since the intent was to make it simple to transpose

numbers from one set of workers

*

forms to a supervisor's

summary set, the color was the only substantial difference
in the three sets.

The MIS categorized data by service modality and pro-

gram component structure (see Appendix

C)

.

Two complete sets

with binders were distributed to each program at the June 26,
27 training session.

The training sessions held on June 26 and June 27 were

attended by twenty-nine of the thirty-one programs.

At the

meetings Mr. Ira Asherman and Mr. Bernard Veney from MSI

explained the intent of the system and with the aid of an

overhead projector went through several examples showing how
to fill out the forms.

The program personnel were given work

sheets and hypothetical situations, then asked to fill out
the forms based on the hypothetical situations.

After sev-

eral problems had been done, questions were answered and

ie3

appointments for MSI personnel to visit the
programs and run
training sessions were scheduled.
All three training sessions for program and
ASA personnel on the 26th and 27th followed this format.

Outcome

3:

The third outcome was the additional re-

quested copies of the MIS to be sent to each program.

These

copies were to have been sent to the programs in mid-August
so that the incoming staffs could familiarize themselves with

the MIS and prepare for training sessions to be given by ASA.

The forms went out to the programs on December 16, 1972.

The delay in printing caused incredible problems be-

cause the state agency, NACC, had ruled in July that the programs could not charge Xeroxing or copying costs to state
funds, their sole source of real money.

NACC ruled that such

expenses should be borne by the local school district's ad-

mimstrative budget. 9
•

•

•

did not have the money.

The school districts said they simply

At the same time, ASA was insisting

that the MIS reports be submitted.

ASA itself did not have

copying facilities sufficient to supply the 2,400 baseline,
600 supervisory, and 70 director-level forms that were needed

for the programs to submit data in October and December.

The delay itself was caused by bureaucratic delays

within the New York City Purchasing Department.

Despite

frequent efforts at ASA to hurry the process, the City
^Emil J. Drysdale, memorandum to
1972.

R.

H.

deLone

,

July 17,
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Purchasing Department moved at its normal
pace and delivered
the copies in December, and the copies
printed through
the

city's Purchasing Department were not color
coded, were not
numbered properly, and were also printed without
the instructions, which were necessary as many of the
people filling

them out had never seen any directions.

Was there any feedback indicating the acceptability
or unacceptability of the outcomes?

3a.

There was a great deal of feedback to all three outcomes

.

The feedback concerning the May 17 and June 26, 27

meetings was generally favorable.

While the programs com-

plained about the length and pigeon-holing nature of the
forms, they appreciated the effort and sensitivity to their

problems MSI personnel had shown

,

They welcomed the train-

ing MSI and ASA offered their staffs and were pleased with

their involvement in revising the system.

^

They were also

pleased that they were not required to use the system until
the following September.

The feedback concerning the MIS itself ranged from

praise by the ASA Commissioner Graham Finney to many of the

program directors' continuing dislike of it as an "overlycomplicated, unnecessary piece of work."^

^Author's notes of the three meetings.

^Three letters
gram directors.

in the author's files from different pro-
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When the final draft of the MIS was
presented on
June 26 and 27, many directors protested
that their suggested
revisions had not been acted on. Mr. deLone
stated that
some

of the suggestions had not been acted on
because they were

either not possible or were ridiculous

.

He stated that

many of the suggestions had been acted on and cited

a few. 13

Three of the directors supported Mr. deLone in his
statements.

The majority of the directors maintained their position
that
the system be made simpler.

They gave no suggestions as to

how, but still expected the changes to be made simply because

they had requested them.

When the final version was much the

same in format and content as the MIS presented on May 17,
the majority of them were furious. 14
Mr. deLone received several favorable comments from ASA

personnel when he showed them the MIS.
The feedback, or, more properly, the results of the

lateness in supplying the programs with the copies necessary
to submit the forms were disastrous.

The results were:
1.

Most programs did not submit any data at all
until late January or February.

-^Author's notes of the June 26 meeting.
13

At the request of one of the directors the word "counseling" was removed from the MIS and the word "assistance"
Use of the word "counseling," she argued,
was used instead.
would cause problems with the United Federation of Teachers.
14

Author's notes of the May 17 meeting.

.
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3b.

2.

Most programs' staffs were not trained to use
the MIS.
Consequently, when the MIS forms were
filled out, they were improperly filled out and
inaccurate

3.

Che time and effort spent getting the programs
used to the need for submitting accurate data
regularly was a wasted effort.

How was the feedback given?

Feedback to the first two outcomes was mainly oral,
4.

with a few letters of praise or condemnation.
Feedback to the third outcome was noncompliance with

reporting regulations and verbal statements by the program
directors as to the effects of the lack of forms.
Was there any response to the feedback given?
The only response to the feedback was on ASA's part.
Mr.

deLone and Mr. Lehan responded to the requests and de-

mands for MIS forms by first asking the programs to submit
the data on forms they Xeroxed from their copy.

Thirty of

the thirty-one programs responded to this request negatively,

and Mr. deLone requested that they submit the data as soon
as they had the forms and were able to submit them.

Summary of Analysis
following
Reviewing the decision-making process, the

pieces of communication were of significance:
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-

ASA and MSI personnel were communicating consistently and accurately in all stages of the decision.
Both formal and informal communications were
established and used effectively.

-

Prevention program personnel were excluded from
the task definition process and were included in
the task execution phase of the MIS.

- The

communications coming from the programs to ASA
and MSI were consistently nonconstructive and complaining.
There were a few programs who were exceptions to this norm but the: majority of the program
directors were irrevocably opposed to the MIS.
,

- The

ASA and MSI personnel underestimated the time
needed to accurately design and field-test the MIS.

-

ASA and MSI in undertaking the attitudinal survey
took useful resources away from the MIS project and
created unnecessary ill-will towards ASA and MSI in
attempting to do the survey.

-

ASA and MSI personnel failed to anticipate the
opposition by school personnel to the attitudinal
survey.

-

ASA failed to provide the programs with the materials
necessary to implement the system on time.

-

Communication coming from the program directors in
the acting phase of the decision was often hostile,
confusing, and nonproductive. Much technical information, both solicitous and directive, flowed between
ASA and MSI, and to the program directors and staffs.
Very little technical communication emanated from
the programs towards ASA and MSI.
Conclusions Drawn From Analysis
of the Decision-Making Process

The above findings reinforce the patterns seen in the

previous decisions.

Again ASA was the initiator, the pro-

grams were the reactors.

In this decision-making process the

role of ASA and MSI personnel as decision makers is more
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pronounced and the role of the program personnel as
advisors
and reactors is much clearer.
The communication patterns
which emerged within those roles is also much clearer.

Com-

munications between ASA and MSI were adequate and clear.
Communications between most of the programs and the other two
parties were much less constructive and much less clear.
These two related factors definitely had an effect on the

difficulty the MIS encountered even after the forms were
printed.

The attitudinal survey further contributed to the reactive position staked out by the programs.

The disruptiveness

of the activity heightened the program directors' feelings
of being controlled and dominated by ASA.

It increased the

already existing difficulties in communication between ASAMSI and the program directors.
In not providing the programs with the MIS forms on

time, ASA played the role of proactor, initiator, father-

figure and leader by agreeing to supply the programs with
the forms and accepting responsibility for the paperwork

necessary to implement an unpopular decision.

While the act

seemed insignificant at the time, it extended the pattern of

responsibility accepted by ASA that was seen in the second
decision.

This proactor-reactor pattern became particularly

destructive when the forms were delayed, because the pattern
was set and there was no alternative to

a

organizational interaction on this point.

breakdown in the
This observation
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leads to an observation that is reflected in the analysis

communication and possibly doomed the MIS to failure.

The

programs never wanted a reporting system and fought very

strenuously to keep it from becoming

a reality.

It is pos-

sible that many of the directors thought that by organized

resistance they could prevent ASA from installing it.

De-

spite consistent ASA argument that the MIS could be used as
a management tool and that it would not be used punitively

at refunding time, the majority of the directors steadfastly

perceived the MIS as a threat to their control over their
programs, their concept of client confidentiality, and their

future funding possibilities.
The Outcomes:

Success or Failure?

It is difficult to clearly determine whether the MIS

was definitely a success or

a

failure.

The Management Infor-

mation System was the most important outcome and was the sole
/

tangible product, so the writer will focus on it rather than
the May and June 1972 meetings.

The MIS, as

a

product, conceptually was a clear and

intelligent method for categorizing information.
of concepts it was a success.

As a set

The writer suggests this be-

programs
cause the information system in use by ASA and the
basically
today is a slightly refined version of the MIS, but
the same instrument.

In this sense it is a success.

As a

MIS was not a
specific document, or rather set of forms,, the
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success.

It was installed with great difficulty and when it

was being submitted to ASA its accuracy was dubious.
a success in that it was

It was

more accurate than the previous

Monthly Reports but it was a failure in that it fell far
short of expectations.

It was a failure in that it was modi-

fied within five months by the addition of a baseline reporting form.

It was a success in that it was capable of

modification and was not thrown out completely.
sibly a success in that it worked at all

opposition.

,

It was pos-

given the inherent

And possibly it was a failure in that it did not

still opposition to it.
In terms of maintaining working relationships, the MIS,

as a product, and the manner in which it was delivered,

strained the relationships between many program directors
and Assistant Commissioner deLone.

The directors' refusal

to send in data when the MIS forms failed to materialize

angered him, and his expressed anger in turn irritated many
of the program directors who felt that he was not sensitive
15
to their situation.

It is the writer's opinion that other

factors were involved in the mutual irritation.

No matter

what type of information system was introduced, there would
have been some tension.

But it is the writer's opinion that

it could have been a less traumatic experience.

15 Author's notes dated September 29,

1972.

In either
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case the MIS itself and its manner of delivery did cause

a

worsening of working relationships.
In the writer's judgment, the MIS, as a specific prod-

uct, was somewhat successful, but overall a qualified failure.

It did succeed in presenting, in a working format, the

concepts of an information system and did provide a method
of activity categorization that did not exist previously.
In a sense it was a vehicle for educating the program direc-

tors and staffs about data collection.

It increased their

awareness of and sensitivity to the necessities of data collection.

Those were positive factors.

the factors weigh more heavily.

On the negative side

The MIS itself was replaced

by a modified version within five months

short life span)

,

(clearly a very

and working relationships between Assistant

Commissioner deLone and the majority of program directors
were greatly strained because of the MIS.

This leads the

writer to conclude that the Management Information System
was a qualifiedly useful failure..
alluded to
In summary, the significant communications

sufficiently negain the Summary Analysis earlier are of a
concerning
tive nature to support the writer's conclusions
contributed to the deten
the decision as a product and as it

oration of working relationships.

1

S'

2

CHAPTER VIII
SUMMARY OF FINDINGS

Introduction
This chapter consists of the presentation of the sig-

nificant findings developed in this study.
sets of findings.
its application.

There are three

The first is concerned with the model and

The second findings are the hypotheses de-

veloped from the case studies.

The third are recommendations

as to how the model could be improved and what studies might
be done in the future.

Methodological Findings Concerning
the Model and Its Application
In applying the model, the author, with the assistance

of his colleagues, found that there was a major inherent
flaw.

The model attempts to function both normatively, as

a testing,

evaluative set of criteria, and descriptively,

simply describing, at the same time.

This structural contra-

diction is reflected in the inconsistent application of the

decision-making criteria.

A second flaw in the model is an

incomplete connection between the definition of

a

successful

decision outcome and a successful decision-making process.
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A.

The Descriptive-Normative Flaw

In the methodological section, and in the review of the

literature in Chapter II, the author stated that he intended
to create a model that simply described a decision-making

process without supporting any preconceived theories about

how decisions should be made.

While that was the intent,

such was not the accomplishment.

Instead, a model was created

that attempted to describe how decisions are made and to de-

scribe how decisions ought to be made.

Remembering that the model's stated purpose was to describe how decisions are actually made, it should occur to
the reader that he or she has probably never seen a decision-

making process that resembles the one described in the model.
This is because most organizational decision-making processes

rarely pose all of the qualities that this model ascribes to
them.

The explicitness, the completeness, and the orderli-

ness of communications described in this model are rarely

achieved in the operational world.

Information systems are

usually not thoroughly built, and decision makers are not
always identified by all of the participants.

More often

than not the communication which this model considers funda-

mental does not exist.
is not descriptive.

If this is the case,

Rather it subtly advocates the style of

decision making that it describes.
advocate of

a

then this model

The model is in fact an

not
"better" method of decision making and is

.

194

of utility as a descriptive tool.

It follows then that value

lies in comparing its "ideal" decision-making
process with

observed reality

,

and from this comparison developing theories

concerning successful decision making.

The model's value is

as a normative tool, not a descriptive model
of decision

making
The attempt to function both normatively and descriplsd to an inconsistent application of the criteria.

The application of the criteria alternated between use of the

model as a descriptive tool and as

normative tool.

a

The

model functioned as a descriptive tool in situations where
the model elicited the expected responses, and as a normative

tool where there was ambiguity.
and

3

For example, in Decisions

2

there was no ambiguity about who the decision makers

were or what communications took place during the execution
of the decision, consequently it was possible to describe
the communications without being judgmental.

The communica-

tions examined were explicit, numerous, and fit the model's

expectations.

However, in Decision

1

(pp.

115-122), there

was a great deal of ambiguity about who the decision makers
were.

In the writing of the RFP, Mr.

deLone and Mr. Hartmann

were considered primary decision makers, and the program directors were at times considered as peripheral decision

makers

(p.

112)

pants at all

or brushed aside and not considered partici-

(pp.

115-116).

What should have occurred was

consistent description of Messrs. deLone and Hartmann as

a

195

centrality and the program directors'
consistent noninvolvement, and the calibre of that noninvolvement.
Throughout the
first case study this remained an unsettled
point.
This was
because the questions concerning decision makers'
explicit
participation
the stating of the goals, in the describing

m

of the tasks, and in action-oriented communication,
required

comparisons, not answers.

If then the model was to function

normative ly, these questions would have required comparisons
of the model's ideality with the data's reality, i.e., com-

parisons between the ideal cf explicit participation of all
possible decision makers with the reality of program directors
as only peripheral decision makers.

These comparisons would

have led to further judgments as to how critical the program

directors were to the success or failure of the decisions.

Other comparisons between the ideal amount of time

needed to do the Management Information System project and
the real amount of time available would have been made more

clearly.

Comparisons between the criteria's definition of

explicit identification of decision makers and the real level
of explicitness, especially in Decision 1, would have been

drawn.
In summary,

the use of the model as a descriptive tool

misdirected and distorted the model and the findings.

The

criteria were misapplied, potentially interesting conclusions
were not reached, and the value of the model as a normative
tool remains to be seen.
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B.

The Definition of Success Weakness

This model provides two sets of criteria for determining the success or failure of a decision.

process Description criteria.

One set is the

These criteria examine the

decision-making communications.

Supposedly, if they are fol-

lowed, a successful decision results.

The other set is the

criteria assessing the decision Outcome.

The Outcome cri-

teria determine a decision's success by standards of a product's longevity and maintenance of working relationships.

These two sets of criteria are themselves not in conflict,
but they are not sufficiently developed and connected.

Be-

cause of this lack of connection between the two sets, the

discrepancies in assessments that are shown in the diagram
on the following page occurred.
The gap between the assessment of the Process and the

Outcome shows that the application of the process criteria
The process criteria do not show suffi-

needs to be extended.

ciently where reality deviated significantly from the model's
pattern.

Since,

in Decision 3,

the outcome was clearly a

failure, and the process was described as a limited success,

there is a difference in data and perspective that is not

reconciled.

This difference is a result of the incomplete

ness of the process criteria.

pleted to show that if

a

The criteria should be com-

decision is unsuccessful the criteria

the
would show the instances where the reality deviated from

—
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model

s

criteria.

(If

model were to be applied normatively

the peripheralness would have been more seriously
weighed as

contributing to the ultimate failure of the decision process.)
Likewise, it would indicate that if a decision were successful the data reality conformed closely to the model's cri-

teria.

The process criteria, as used in this study, are

about one level of precision removed from this accuracy, so
the extension should not be a difficult process.

At the same time that the process criteria are extended
in this manner, all pretensions of the model's being a de-

scriptive tool will be dropped.

This would allow the exten-

sion of the criteria to grapple more clearly with the concept
of what is considered a successful decision-making process.

Hypotheses and Conclusions Drawn
from the Case Studies
In applying the model to the three case studies, one

observation and two hypotheses with corollaries were developed.

These are presented here without recapitulating the

significant communications from which they were derived (this
can best be done by the reader's referring to the summaries
at the end of each case study)

.

The hypotheses and corol-

laries are more easily understood in the context of an ob-

servation, so it will be presented first.
One communication-decision-making pattern dominated
the interactions between the Addiction Services Agency and
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local drug program personnel,

ASA was constantly requesting,

ordering, or initiating activities, and the drug program per-

sonnel were always reacting, responding, or replying.

The

pattern, in light of the high percentage of communication
that followed these lines, becomes worthy of note because it

seemed to freeze the participants into roles and organizational postures that precluded other vital modes of behavior,
such as cooperation, mutual support, understanding, and

flexible negotiating.

In the proaction-reaction communica-

tion pattern, hostility, suspicion, and resentment were the

normal organizational postures.

These attitudes greatly

affected the achievements of the organization's goals.

This

pattern deserves more attention than it received in this
study.

Indeed, an entire study could be done concerning

this pattern, studying the causes, implications and effects
of such a potentially destructive situation.

(Possibly

the.

previously noted refinements in the model would assist in
pursuing this question in future studies.)
The hypotheses and corollaries arrived at in this

study are:

Hypothesis 1: Given a situation in which one social
service agency is funding another group of social
service agencies, if the funding agency suggests
a joint activity that presents no immediately
discernable benefits to the agencies receiving
a
the funds, the response by the latter will be
inundisguised
degree of negativity ranging from
may
This
difference to selective noncompliance
decision-making
be called the proactive-reactive
relationship.
.

_
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Corollary 1A: A reactor, having no feeling of responsibility to the process or the product of
the decision, will attempt to affix responsibility for all aspects of the decision on the
proactor.
Hypothesis 2: Given a situation where the likelihood
of subsequent investigation is small, in the
face of no data at all, any data that looks
reasonable will be believed.

Corollary 2A:
In a political arena, if there is no
data on record and collection of the data requires a significant amount of resources, if
one states his data first, it will be very difficult for any other party to disprove it.

Corollary 2B:
In a political arena, if someone (B)
disproves someone else's data (A), the first
party (B) must then supply new data of the same
nature and be able to prove its accuracy.
The first hypothesis and corollary are a more limited

phrasing of the observation stated previously.

The data from

the second Case Study, the writing of the Interim Report, is

the primary source of that hypothesis.

In writing parts of

the Report the author learned that the manner of presentation, the role and credibility of the reporter, and the

"reasonableness" of the data have much to do with its acceptance.

Much of the information provided in that study was

unproven, but also inaccessible to external parties because
of its complexity and because of the organizations that pro-

duced it.
Changes To Be Made in the Model
and Possible Future Studies
The major changes mentioned in the methodological sec
tion of this chapter will be made.

The model will be
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applied as a normative tool and the criteria and the model
must be revised to show:
1.

that any successful decision followed the model's
criteria completely, or

2.

that any unsuccessful decision did not conform
to the criteria, how it did not, and what the
effects of the deviation were.

The criteria analyzing the communication processes will be

extended and clarified so as to intermesh with the outcome

criteria's definition of success.
nition of

a

The present outcome defi-

successful decision will also be extended and

developed more thoroughly.
A further series of changes will be made prior to the
next study.

Assumptions concerning hierarchical norms and

established channels of communication will be incorporated
in the model and operationalized in the criteria in order to

capture information that was neglected in this study.

Also

a way will be found to probe the difficulties surrounding

non- routine organizational communication.

The case studies

here all dealt with a non-routine organizational project.
This may have affected the nature of the communications and
the conclusions drawn.
As was mentioned before, this model does not directly

examine the desirability of a decision's success.

This

model only indirectly considered the possibility that some
occur,
of the decision makers did not want the outcomes to
or the decision-making process to succeed.

The assumption
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thcit

the decision making process should succeed is a simplis—

tic one, and is capable of being examined.

This model will

contain criteria that examine that assumption in the next
case study.

Future Studies
The experiences of this study and the recommended

changes in the mode], indicate that the following studies

would be useful next steps in the development of this model.
Clearly, the next case study should be a single one that

more fully develops the details of a single decision-making
process.

Since the methodology and groundwork concerning

the model will not have to be developed to such detail as

they were here, that will aid in simplifying the focus.
The foci of the next study will be two observations
that were unearthed here, but which were left unexamined.
One of these themes is the proactive-reactive decision-making

pattern that was noted, but not explored for either cause or
effects.
sued,

It is an interesting subject, and possibly if pur-

some useful information about organizational decision-

making patterns could be developed.

Another set Oi behaviors

seen in this study was the peripheralness of the program

directors during certain stages of each decision.

This was

due to
clearly a significant factor in the case studies, but
not
resource limitations and problems with the model, was

discussed very thoroughly.

The causes for this

1
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peripheralness and the policy level problems that it created
are important organizational problems that probably occur in

many organizations.

An analysis of the personal aspects,

the communications, and the effects on the delivery of ser-

vices would be useful contributions to decision-making literature.

There are other possible avenues of study that lead out
from this study, but the above two are the primary and poten-

tially most fruitful areas at this time.

Since it is most

likely that they will be developed, it is sufficient to state
that any other developments beyond this study will be con-

cerned with the themes of the meaning of communication in an

organizational setting, and their ability to represent

decision-making patterns.
In thinking of future studies of decision making the

author is reminded of Edmund Wilson’s comments on the nature
of writing.

He said,

Literature is merely the result of our rude collisions with reality, whose repercussions ... we
try to explain, justify, harmonize, spin into an
orderly pattern in the smooth, resuming current of
in the press of circumstances
a thought [which]
that state of reflecsuper-induce
or actions, can
tive detachment for even the highest excitement of
imaginative vision is a state of reflection and de
tachment.
result
Hopefully the results of future rude collisions will
.

.

.

—

detachment.
in a more precise state of reflection and

Wilson, The Twenties: From Noteboo ks and
and Giroux,
Diaries of the Period' (New York: Farrar, Straus
p. 374.
1975)
1 Edmund

,
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Addiction Services Agency
Human Resources Administration
City of Mew York
71 Worth Street
New York, New York 10013

REQUEST FOR PROPOS AL

I.

Title
Information and Evaluation System for Drug Education Programs for the
Addiction Services Agency of the City of New York

II.

Background

The Addiction Services Agency,

a

major sub-agency of the City of New York,

is the city agency which bears primary responsibility for prevention,

diagnosis, treatment and rehabilitation of narcotics addiction.

In the current fiscal, its responsibilities for drug prevention and education

programs have been greatly increased through legislative action providing
$20 million of state monies for school prevention programs aimed at the

drug-prone and drug abusing population of school age children in the city.
ASA serves as
31

a

contracting agency and has executed contracts with 30 of the

community school districts in the city, for sums ranging from $30,000 to

over $800,000, for the operation of drug education programs through the current
fiscal year.

In addition, the Central Board of Education, which has responsibility

for operation of the city’s high schools, has received

a

contract in excess oi

$5 million for the same purpose.

The exact nature of the programs vary from district tc district, depending
on local initiative and need.

The primary thrust of all programs, however,

drug use than it is
is less the dispensing of information about drugs and

:
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the establishment or quaisi-treatment programs designed
to help students

examine, understand and ultimately change the behaviors,
attitudes and forces

which lead to drug abuse and addiction.

Some elements of these approaches

cc:

to most programs include "rap" sessions, peer group programs
aimed at

developing

a

"counter-drug" culture, afterschool youth centers, and

development of programs to provide young people with alternative activities
to drug use.

In total, these programs will employ over 1,500 persons, including teachers,

paraprofessionals and persons with background in narcotics treatment.

ASA's Office of Education and Training is responsible for providing training
for personnel in these programs; providing program development and technical

support, and conducting evaluation.

III.

Objectives of the Evaluation
ASA expects

to fulfill

the following objectives through the evaluation

process

1)

Development of

a

comprehensive data base covering all 30 district

programs and the Central Board of Education program which provides:
A)

Basic information on the scope of programs

B)

Information useful in making qualitative judgments about
the efficacy of individual programs and efficacy of various

program approaches to particular student populations.
2)

Overall indicators of program effectiveness.

3)

Information useful for future decision-making in design and

implementation of drug prevention and education programs, use.

;1
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While data for making judgements
about program quality is
essential, evaluation
is viewed primarily as feedback
for program improvement, both
during the coming
year and, particularly, in subsequent
years.

IV*

Estimated period of performance
It is estimated that completion of the
contract award is unlikely to occur

before the end of November.

Current funding for the school drug
education

programs expires June 30, 1971.
A final report will be required no later than
July 15, 1972 (approximately
one month after school close).

Because of the relatively short time span

involved, it is imperative that bidding firms be able
to commence work with

a

full staff complement as soon as the contract is
finalized.

V.

Conduct of the Study
In conducting the study, sub-contracts are permissible.

Consultants are also

free to organize the major tasks described below in any fashion they feel most

appropriate.

However, any proposal must cover each of the three tasks which

follow:
1

)

Data Collection and System

The basis of the evaluation must be the collection and analysis of
detailed, accurate data.

The data collection system must have the

capacity to provide monthly reports concerning the number of pupils
served, by geographic district and by program modality, the extent
and continuity of student contact with the program, and basic

descriptors of the pupils involved (at least age, ethnic background,
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educational level, some indication of
socio-economic status and other items
relevant to determining program effectiveness)
Different reporting far::, .is
and cross-tabulations should be suggested
to obtain maximum use of the
data.
2

)

Measure of Program Effectiveness

There must be some measure of the effectiveness
of the programs
in the various districts in terms of their
effect on the pupils

participating.

Although the districts have differing approaches

to program, there must be measures common to all.

These measuies

could be built into the data collection system or be the
focus of

testing and evaluation efforts which would reach each district
program.
Such testing might be done on

a

sampling basis at intake, after

a

period of time in program, and toward the end of the school year to

determine change in attitude or behavior which could indicate

effectiveness of the particular program.

Whatever the method,

some determination must be devised whereby the programs can be

judged as being on or off target.

For example, the evaluation should

be prepared to speak to program performance and effectiveness with

respect to the following kinds of statements:
(1)

The district programs are attracting the kind of pupil
who would stay after school for some other activity, and is

merely
(2)

a

substitute for another school activity.

The district program is attracting high level educational
achievers.

(3)

The district program has little continuing contact with
any pupils.

(4)

The district program has reached

a

substantial number of

what seem to be potential or actual drug abusers.

r
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The district program has changed
attitudes towards drug abuse

(5)

of a number of participants.

The district program is reaching pupils
typical of the

(6)

school population.

Parents and teachers not in the district program
evidence

(7)

little knowledge of its existence.

3)

In-Deoth Study
Some six or eight of the district programs will be chosen, on
the basis
of priority (urgency of the problem) and innovative approaches for
special

study.

While effectiveness data will be important in these districts,

the study of these programs should be more sophisticated.

role

v.ill

The evaluators

include providing continuous data to these districts aimed at

keeping them on target and helping them make necessary adjustments in
resource allocation, management or content throughout the year.

The

evaluators role will also be to help construct models through action

research in these districts concerning what kinds of programs seem to
work best for what kinds of pupils under various conditions.
will be expected to engage in initial dialogue

The evaluator

with ASA staff and the

staff of these districts in clarifying goals and objectives and arriving
at a suitable method of operation.
l.

Budget and Deadlines

Approximately $200,000 is budgeted for evaluation.

This sum must include

computer programming, keypunching, computer time and all other costs of the
data system.

210
intent of the Proposal (continued)

-

The pertinent experience of staff members
in projects closely

related to the proposed project of the Addiction
Services Agency.

Agreement by the consultant that, if he is selected,
he will,
prior to final award of the contract, identify the
specific

personnel to be assigned to the project.

-

Summaries of experience of the consultant in projects closely

related to the proposed project of the Addiction Services Agency.

-

For previous assignments cited, the name, title, address, and

telephone number of the knowledgeable person in the client

organization who may be contacted.

-

The cost of performing the project, with

a

detailed cost break-

down for each of the tasks selected by the consultant.
-

The total number of man-days to be spent on the assignment, and
the average cost per man-day.

-

The total number of man-days per major task selected by the
consultant.

A description of how each phase will be carried out, including
a

schedule for completion.

A promise and warrant by the consultant to the effect that the

rates quoted in the proposal are not in excess of those charged

non-government clients for the same services performed by the
same

individuals.

:
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-

Acknowledgement that the publication
or distribution of the
study, data, or other related
material is prohibited, except
to the extent authorized by the
Commissioner of the Addiction

Services Agency.

Contractual Provisions

The proposal of the consultant selected for
the assignment will be incorporated
as an essential part of the contract.

In addition, the contract will provide

that
•

The Addiction Services Agency will designate
one of its top
officials to act as its Project Officer for the
assignment.

.

The consultant selected for the project will assign
one of its
senior staff as the consultant's

Project Director for the duration

of tne project j subject to the approval of the Addiction
Services

Agency Project Officer.

.

Acceptable performance of the consultant selected at the end of
each major task, as judged by the Project Officer of the Addiction

Services Agency, will be required prior to the beginning of each

new major task.

•

The consultant selected will submit written reports in the format
and frequency specified by the Project Officer of the Addiction

Services Agency.

Conformance with all Fair Employment Practices will be required.
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After submission of proposals and closing
thereof, no information will be

furnished until the consultant has been selected
or other disposition m.do

The Addiction Services Agency reserves the
right to make

without further discussion of the proposals
submitted.

a

contract award

A proposal, therefore,

should be submitted initially on the most
favorable terms from both

a

price

and technical standpoint that can be proposed
to the Agency.

This request for proposal does not commit the Addiction
Services Agency or

The City of New York to pay any costs incurred in submitting or
preparing
any proposal.

Any proposal submitted will become part of the official file

of the Addiction Services Agnecy on this subject without obligation of the

Addiction Services Agency on this subject without obligation of the Agency.

Each proposal must be signed by an official of the consultant authorized to

bind the consultant and should contain
for a period of not less than ninety

Addiction Services Agency.

(

a

statement that the proposal is firm

90 ) days from date of receipt by the
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A STATUS REPORT ON SCHOOL-BASED
DRUG PREVENTION PROGRAMS
Addiction Services Agency, H. R.A.
City of

New York

MACRO SYSTEMS

,

INC.

475 Park Avenue South

New

This report

is

York,

New York 10016

confidential and intended solely for the use of the client to

whom

it

is

addressed.

March

S, 1972

PARK AVENUE SOUTH
NEW YORK 1C01G
TELEPHONE (212) 725 0870
475

NEW

YORK.

Washington

MACRO SYSTEMS,

Yotk

INC.

March

8,

1972

Honorable Richard H. DeLone
Assistant Commissioner for Training and
Prevention
Addiction Services Agency
Human Resources Administration
City of
71

New York

Worth Street

New York, New York

10013

Dear Commissioner DeLone:

We
of

are pleased to submit the attached "45-day" report on the status
City's school-based drug education programs.

New York

Over a 45-day period MSI has developed final data collection and
research methodologies, oriented a fourteen man field research
team, interviewed community school district drug prevention staffs and
made in-depth site visits to ten high schools. Data was collected and
analyzed and tentative informal conclusions have been drawn.
field

We

expect that this report will prove to be of assistance to the
Addiction Services Agency in deciding future courses of school-based
drug prevention efforts. Additionally, this document is a necessary
forerunner in the development of a comprehensive management information and evaluation system and in the providing of technical assistance
as outlined in our proposal.

We

its

would be pleased to discuss this preliminary report, or any of
sections with you in the near future.
Sincerely,

Martin Kotler
Vice President for

Urban Affairs

MACRO SYSTEMS,

INC.
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SUMMARY OF
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f

FINDINGS AND rnvri

S Addiction Services Agency (ASA),
commissioned
Systems, Inc. to prepare this report within 45
days, in order to
provide city. and state decision makers with an
overview of school -based
drug abuse prevention programs. MSI designed
field research methodologies and deployed a fourteen-man team of
field researchers

M
rrn
Macro
_

<

'

,

T

program operations data from each

to collect

of the city’s thirty-one

School Boards.

Community
J

This massive data collection and analysis project was
facilitated
through the cooperation of ASA, District School Narcotics
Coordinators
and the State's Narcotics Addiction Control Commission.

Though a wealth

of information is included in the

body of

this report,

salient facts are highlighted below.

1.

SUMMARY OF

FINDINGS

Twenty school

districts whose programs are representative of the
31 school districts reported program data which allowed the following

extrapolations.
.

30, 000 youths and 7, 500 parents

have been involved
approximately one-third of
the youths and one half of the parents are counseled
on a regular basis.
in individual counseling;

.

.

000 youths and parents are involved in group
counseling on a regular basis.
11,

An estimated

2, 000 student addicts have been identified
elementary and junior high schools and referred out
of the public school system for treatment.

in

.

Over

000 students have been referred into psychiatric
or medical care programs. Moreover, 7, 000 students
have been assisted in gaining part-time employment
necessary to continued school attendance or into
specialized vocational or academic training programs.
4,

1

-
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08 3 , 0 °° students will be exposed
to an average of
o5. 4 hours of classroom
instruction based on
specially developed drug curricula
this

year.

An estimated 150,000

parent, youth and community
volunteers have been mobilized through
councils and
around specific activities to conduct a
communitybased drug abuse education compaign.

Reduced incidence of drug experimentation
and abuse
are reported by teachers among students
participating
in the high school program.
Increased student capacities to deal with their
own
problems are reported by teachers, administrators
and drug prevention staff, or those youths
participating
in the high school program.

A marked

increase in the use of SPARK (the high
school program) by teachers is reported; teachers
are viewing SPARK as a resource in both the drug
and counseling areas.

2.

GENERAL CONCLUSIONS

months. New York City and New York State have together
effectively launched a drug abuse prevention program to which parents
and students have responded in significant numbers.
In six

Thought it is not at this time possible to measure precisely the
impact of this program on youthful drug abuse, it is apparent that the
program is filling voids in the educational system. Youths are actively
exploring their own values, those of their peers, their behavior and the
personal and societal impact of drug abuse. Parents are being assisted
in identifying early youthful drug abuse and in responding to this abuse
in a constructive manner. The data presented in the report which
follows clearly demonstrates that a constructive and major effort has
begun. Time and the continual study of these programs will allow us
to sharpen our understanding of the relationship between these efforts
and the ultimate needs of school-age youths.

-2-
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II.

OBJECTIVES, S1UDY METHODOLOGY, AVAILABILITY

AND QUALITY OF DATA

.

—

.
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II.

O BJECTIVES. STUDY M ETRO DO LOG Y
availability
AXD QUALITY OF DATA
*

study was commissioned by the Addiction
Services Arency of
York, with the encouragement and financial
New York State's Narcotics Addiction Control Commission support of
(NACC) and
the approval of the City's Board of Estimate.
MSI research team has
received extensive cooperation from the staffs of the
Addiction Services
Agency, the Central Board of Education, and the
thirty-one Community
J
School Boards.

„

„.™ s

the City of

New

OVERALL INTENT OF TH IS 45-DAY PROJECT WAS TO
GATHER DATA ON THE NACC AND LOCALLY FINANCED
"
SCH OOJ^BASED DRUG ABUSE PROGRAMS T O ALLOW
R A ITO X A L DEC IS IO N - A A K IN G BY STATE AND LOCAI
OFFICIALS
I

2

.

York

—

In an attempt to curb the growing abuse of
illicit drugs by
City's school-aged youths, the State Legislature

New

appropriated
$20 million ior school-based drug prevention programs.
These funds
were assigned to ASA through the Narcotics Addiction Control Commission. In turn, ASA contracted with each of the thirty-one Community School Boards and the Central Board of Education to operate
a variety of programs throughout the school system.

Concern amongst parents, teachers and school administrators
over youthful drug abuse has been so high that an estimated $30 to $40
million worth of teacher time has been programmed into drug abuse
education efforts for the current school term.

Thus in the short- span of one year, the state and city have
launched, within the public school system, what appears to be a $60
million level of effort drug abuse prevention program. In the present
fiscal year, the Federal government plans to spend $30. 6 million
nationally in drug education and training.
This study is intended to assess what has been accomplished
during this initial year of tooling-up and operating the nation's largest
drug abuse prevention program.
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S eri
°!'. EPeCifiC ° bjectives were defined
that would provide
^.
d
data
, ta 0
h
ff
on the
effectiveness
of school-based programs
to curb youthful
US at tendant societal costs. These
specific objectives
J
were to
to^*
determine

^

whether:
,

They are obtaining the highest attainable
level
of awareness and support from
the community
They are

attracting,

intended target pupils
.

.

recruiting, and holding the

The programs have been able to maintain
contact
with participating pupils

They have reached

significant

numbers

aged drug users or potential users
.

of school-

They have contributed towards changing drug use
attitudes of participants

*

They are reaching pupils representative

of the

school population

They are tending

to lower the incidence of drug use,
raise the incidence, or not affecting it at all
*

.

Their credibility
sponsors

is

The programs are

affected by their school system

sufficiently flexible to

meet the

needs of unique communities
.

They are diverse enough

to

address themselves to

the varied types of youth culture and endemic drug

use patterns
.

The overall drug education programs represent
rational, consistent,

a

and economically planned

effort

These objectives are addressed through

the hard data, activity-specific

findings and site visit reports that comprise this report.

-4-

I

I

224

2.

DATA COLLECTION INSTRUMENTS WRRF
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Initial proposals submitted to NACC by
individual school districts
and the Central Board of Education defined
a scope of work for each
proposed program component. Budgets based on
these proposed workplans and submitted to NACC requested
approximately $40

Each

state funds.

million in

programs funded by NACC, through ASA received approximately half the amount of state
funds requested. However,
the press tv initiate programs quickly precluded
the pre-operationa! redefinition of the proposed scope of work and the
establishment of a
uniform reporting system. Therefore, it was unclear
precisely what
of the

individual districts had finally been funded to do.

ASA staff made available all of the data they had collected on the
individual districts which greatly facilitated the instrument design
and
the data collection process. Utilizing this material, MSI, in cooperation

with ASA designed a self- administered two-part data collection instrument. These instruments provided base-line information on the number
and type of separately organized functional program components which
exist in each school district. These initial instruments also sought
to
identify the actual level of in-kind contribution being

made by each

district.

Based on the range of information collected through these initial data
collection instruments, MSI identified six basic activities that were, in
a number of elemental mixes, present in each district program. These
activities were categorized as:
.

Counseling and referral services

.

Recreational activities

.

Training of teachers and other agency staff

.

Curriculum development

.

Instructional activities

.

Treatment

-5-
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U

wars apparent that any single program
component might contain several
of the categories of activities outlined above.
For example, a youth

center might conduct counseling, recreational
and instructional activities
Further, a youth center component would likely
be only one of perhaps
six discrete functional program components
within a
given district

program.

MSI next designed a series of activity-specific interview
protocols.
These were utilized by field researchers to elicit data on
the numbers

and characteristics of the target populations served through
each category
of activity, by component with districts. Client data
for each type of
activity was gathered and aggregated for both components
and districts.
The tables in Chapter III, of this report, present activity output
data for
each district, each borough and the city as a whole.

3.

INFORMATION ON THE "SPARK PROGRAM OPERA TED IN THE
HIG H SCHOOLS \VAS~GATHER ED THROUGH FIELD VISITS TO
RANDOMLY SELECTED SCHOOLS
11

The Central Board of Education operates drug prevention programs in each high school. "SPARK" consists of three basic program
approaches
c

.

.

The

DES

(Drug Education Speciaiists)--one per school

Intervention and Prevention
high schools

Teams

Peer Group Leadership Program

staff of the Central

Board

of Education

analysis and facilitated appointments
selected schools.

-6-
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Uniform data was not available for each of
the thirty-one community school districts. Even when information
was available the
data was, m many cases, incomplete
or
inconsistent

large measure, this is attributed to the fact
that many of these
programs became operational only within the last
several months
For
this reason, it was both impossible
and unfair tc use provided
In

data

to
evaluate the quality of services across districts.
Additionally, criteria
at can be utilized to measure the
relative impact of various intervention modalities on controlled target
populations is still in the developmental stage. However, information from individual
districts was
aggregated and analyzed to gain an initial impression
of the cumulative
quantity of services and their distribution, by
program modality, by
borough and throughout the city.
.

make

The information and data deficiencies encountered

in this project

certain conclusions unavoidable:

Several districts have designed their own
internal
information systems which though limited provide
data on the operational effectiveness and
status of
their

own programs.

Each

district currently decides what data is to be
collected and how it is to be used with the result
that no scientific data-based comparison can
be

made among various programs as to their quality
and effectiveness. However, quality comparison
criteria will be available through a new reporting
system by the end of the current school year.

It should be emphasized that data deficiencies
are common to
health, social service, and educational programs during their initial
start-up year(s). Taking this common occurrence into consideration,
the districts and ASA have achieved a measure of success in having
available the data presented through this report.
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III.

ACTIVITY-SPECIFIC FINDINGS
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III.

activity-specific findings

This chapter presents an overview of the elementary,
intermediate, and junior high school drug prevention
programs administered by
the thirty-one community school districts.
The overview is organized
by type of activity, for example, counseling and referral data
a?e presented on a district by district basis with borough and
city totals.

Certain conclusions can be inferred by an analysis of available

numerical data. Other conclusions can be drawn from information
gathered by MSI's field research staff. Activity- specific findings and
conclusions are presented for the following program areas:
.

Counseling and referral services

.

Recreational activities

.

Training of teachers and other agency staff

.

Curriculum development

*

Instructional activities

.

Treatment and remedial work

COUNSELING AND REFERRAL SERVICES

1.

(1)

Report Having—Involved
Districts
Twentv-One —School
_
Youths in Indi vidual Counseling, to Date This Year
-

The following summary

data,

drawn from Exhibit

I,

9
20, 41 —

following

lend some perspective to the scope of the effort going
into the provision of individual counseling to youths.

this page,

.

.

*

311 youths have been or currently are being seen
on a regular basis *
8,

8,

399 youths are currently being seen

stall
each district the term "regular" is defined by that district
based on an assessment of the- frequency of counseling necessary
for each individual.
In
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An average

of 2, 665

weekly

youth counseling

staff

hours are spent on

327 separate location s are being
utilized for counseling purposes

Counseling programs occur in a number
ype of which influences the apparent form
of

seling

is

of settings (eac
the service)
'
L
Coun-

being conducted:

1

'

During school hours on school premises
After school or on weekends on school
premises

At youth centers
At the youth's home
.

In

an informal recreational setting

Regardless of

this setting, the basic
objectives of

these
counseling efforts, as defined by the
school district Narcotics
Coordinators, remain constant throughout
the svstem. Youths
are assisted in:

.

.

«

.

.

Evaluating their own value systems

Understanding their own behavior and how
others

it

influences

Understanding the impact of others' behavior and
titudes on them

at-

Identifying and applying their own personal strengths
in school, living, and planning for the future

Examining normal value systems of peers and
adults

.

Establishing a sense of personal responsibility

to

gov-

ern their own actions
.

Understanding and accepting the principle that youths
can determine the future course of their own lives

Within the context of these objectives, youngsters are assisted to make mature decisions about personal drug use. However, it is significant, as a number of counselors have noted, that:
-

10 -
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Most individual counseling is
initiated when the
youth approaches the counsellor.
Although
mdmgs are conducted, counseling proves case
most
valuable when the youth recognizes
the need for
It

•

Youths, whether drug users or
drug prone, are
likely to initially seek adult
assistance around
topics other than drugs.

Young people, by their own actions this
year, have clearlv
demonstrated that they want the confidential
t

1

assistance of persons
ey can trust in resolving personal
problems. The drug prevenlon personnel in each of the districts
are obviously
filling this

vie*

During the counseling process, questions of
individual drug
use are usually breeched by the youngster
after

a period of trust^
building with the counselor. Often the
successful resolution of a
personal crisis, or the development over a
longer period of time
of a sense of self-worth and personal
responsibility, affect the
actual or potential drug use pattern of the
individual.

Exhibit I, indicates that the utilization of
individual counseling services, with a given district, is a function
of the number of
locations at which counseling is available. Therefore,
it is rea-

sonable

to

assume

that increased utilization is contingent, in part,

on making counseling locations more widely accessible to youths
who can informally "drop in. " The lack of available space' in some
schools, coupled with budgetary constraints that disallow out-ofschool centers, have curbed the scope of counseling efforts in

some

districts.

(2)

Twenty-One School Districts Report Having Involved 4,864
Parents In Individual Counseling to Date This Y ear

The following summary data, drawn from Exhibit I, detail
the scope* of the effort going into the provision of individual counseling to parents.
.

.

145 parents have been counseled on a regular
basis
2P

1,

826 adults are currently being counseled

- 11 -
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An average

of

1,

counseling adults
.

091 weekly staff hours are
spent

Counseling occurs at 327 locations

Unlike youth counseling, parent .counseling
usually begins
with the discussion of progeny drug abuse.
Parents come to
the staff of the drug programs with either
firm evidence or a
strong suspicion that their child abuses drugs.
These parents
ask for help in general terms: "What should I do?"
They are
helped to answer that immediate question and then
to understand
the reasons for youthful drug abuse. In other instances,
the
counseling is initiated by the program staff who inform
the parent of known or suspected drug abuse.
•

The counselors generally perceive

their task as one of
helping the parent to take a realistic and thoughtful look
at:
•

.

.

Their own attitude towards drugs
Their own behavior which might establish drug
abuse as normal in the mind of the child
Their actions which influence behavioral change
in their children

»

Other special actions which are necessary
drug experimentation or treat drug abuse

to

curb

A

frequent by-product of successful parent counseling is the
involvement of the parent as an active volunteer in organized
efforts to stem community-wide drug abuse and to alert other
parents to the problem. During the past year, cadres of parents
have become involved in fighting drug abuse in virtually every
area of the city. Parents of youths with drug problems are often
found to be leading these efforts. The range and scope of this
community mobilization is discussed in Chapter IV of this report.
(

3)

The Objectives of Group Counseling
Youth Are Similar to the Objectives

for Both Parents and
of Individual Counseling

as Previously Discussed for Doth Target Groups

Group counseling is used
those reported were the ability
in a

number of reasons. Among
reach more children at a time

for a
to

group setting, the special use of encounter and sensitivity

-

12 -
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techniques unique to group counseling,
and the fact that many
children are more responsive in a
group than in an individual
ntact. Many children in a group
setting are surprised to
learn, for example, that their
fellow students I'cel quite positively about one another and that
they do not need to "prove"
themselves by taking drugs. The effect on
self-worth and the
increase in communication is tremendous.

Currently:
•

.

20 districts report 477 active groups

These groups meet for an average of 765 hours
per
week or approximately 1.5 hours per group, per

week
•

An estimated

8, 000 people are now active in these
groups, with an average reported group size of 17

persons

(4)

•

20 districts have youth groups

•

9 districts report

parent groups

Eight District
to

Programs Offer Hot-Line Services Designed
Permit Immediate Counseling in Crisis Situations

Only very limited aggregate data on hot-line are available:
.

.

3,015 calls have been reported

to date

124 of these calls were from youths that required,
and received, medical and/or psychiatric follow-up

Hot-lines were originally thought of as mechanisms for
rendering immediate assistance to youths in acute crisis situations. The}' appear to be serving the function of unseen counsellors. Staffs hypothesize that youngsters not sure enough of
themselves to enter face-to-face counseling, are using the hotlines to test the credibility and sensitivity of drug program staff
to their problems.
It is reported that in those districts that have
hot-lines, significant numbers of callers are reappearing for
individual or group counseling though not in need of immediate
medical or psychiatric services.

- 13 -

237

A

tenet of hot-line service is that
callers need not

identify
themselves. Therefore, case records that
would permit the
aggregate of utilization data are, by design,
missing° from these

program modalities.
(5)

To_Datc, 17 Districts Have Identified and
Referred
Treatment Programs 1,291 Student Drug Addicts

^

Into

reason able

to assume that these student
addicts, if left
in the general school population, would
influence others to utilize
drugs. Addicts frequently act on the need to
involve others in
drug use.
*s

.

The following data indicates
from counseling programs:
•

.

•

2.

the

range of referrals made

1,291 student addicts referred for more intensive
treatments by 17 districts
2, 794 students referred for non-drug related
medical or psychiatric care by 16 districts

625 students referred for vocational or special
educational assistance by 19 districts

4,

RECREATIONAL ACTIVITIES
(1)

Seventeen Districts Report Having Involved a Total of
7,818 Youths in Adult-Led Recreational Activity Programs
to Date This Year
Following

is

summary

data,

drawn from Exhibit

II,

follow-

ing this page.
.

.

14 districts report running recreational activities
out of 114 separate locations

The average youthful participant spends eight
hours per week in a planned program of recreational activities

•

Activities are varied with many districts offering
a number of different activities; 14 districts have
sports programs, 12 offer arts related programs
and 6 offer field trips
-

14 -
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All recreational programs arc
run after school
closes; 3 districts also run evening

and

C

report weekend programming

programs

Recreational programs have as their
primary objective
the oLering of positive organized
alternatives to spending after
school, evening and weekend hours
"exposed to the danger of
drugs.
These adult supervised activities are
task oriented and
expose youths to both new value systems
and positive adult role
S ta f workers in the recreational
-a
.
in identifying
drug experimenters, and
to counsel students

they intervene regularlv

or effect a referral

usually located in the

3.

programs are experienced

/

•

same

to

counseling personnel,

facility.

TRAINING OF TEACHERS AND OTHER SCHOOL STAFF
(D

Twenty-Two Districts Report Having-Trained 9. 716
School Svstem Staffs in Various Aspects of Drug Abuse
Control Through 91 Discrete Courses of Study S o Far
This Year

The following
following this page.

is

summary

data,

drawn from Exhibit

III,

•

22 districts have trained elementary school teachers

.

22 districts have trained junior high school teachers

.

16 districts have trained school administrators

•

6 districts

have trained guidance counselors

.

9 districts

have trained paraprofessional

The range

of

course themes and topics

is

staff

varied.

.

20 districts offered didactic information on drugs

.

7 districts

.

offered attitudinal training

22 districts offered orientation for classroom
teaching to specifically developed drug curriculum
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Training of teachers in drug
abuse identification
...
entical amongst the teacher training
efforts
Thn
teacher is now being prepared to

id-

1

fa£,i£l^e^cctWe tud™™
““/or therapeutic treat-

C ° UnSeling

ment centers^

4*

CURRICULUM DEVET .OPMFVT
(

1

An Estimated 310, 7S0 Student s Have Been
to
glassroom Instruction Ba s ed on Specicallv
Devel oped
Drug Curriculum

)

1

1S r ?P° rted

that

J!
ary

‘ hat 7 ’ 47 ° diEtinCt
c ^ assroom presentations
in both subject matter and length
of time, are being

made each month.

b

21 districts have developed materials
for use

with grades

7

through

9

19 districts have developed materials
for use

with grades

1

through

*

6

6 districts have developed drug
curriculum for
kindergarten students

20 districts that have developed their own materials have trained their teachers in the use of

same
This data does not attempt to measure the quality of the
training, or why specific individuals attend.
However, as indicated through Exhibit IV, following this page, significant
amounts of classroom instruction, based on specially developed
drug curriculum is now being offered throughout the system.

As observed by MSI

research
development effort usually includes:
.

field

staff,

The development, pretesting, and

the

curriculum

finalization of

pupil materials and teacher directed lesson plans
.

The orientation
the district to

classroom teachers throughout
the curriculum and its use
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Continuing classroom teacher feedback on
the efficacy
of the materials

Samples of the types of materials being created by
district
Narcotics Program Staff are attached.

5.

INSTRUCTIONAL ACTIVITIES
(1)

451,132 Students Will Receive Dr ug Instruction During

the

School Year

The data

in Exhibit V,

following this page, indicates the ex-

which drug education-curricula which are either created by
the districts drug program staff or adopted from other materials-has been introduced to the classroom. Although not funded by classtent to

room
tivity.

instruction, local contribution has allowed a high level of acTwenty-five community school districts report:
.

.

Each student

will receive an average of 35 hours of
drug education lessons during the course of the year

450 schools have on-going classroom instruction
drug education

in

In addition to the in-depth exposure to drug education, the
student receives in the classroom, assembly presentation have
been designed to reach a larger number of people and to allow
all to hear the special message of the speaker, who is often an
ex-addict or a doctor. In the 21 districts reporting to have held

assembly programs:
.

1,

655 programs have been presented thus far

this

year
.

222, 885 listeners have attended these presentations

,

A

wide audience composed of students, teachers,
parents, and other community people was present
in these assemblies

of drug education in the classroom
context, within 450 schools, is of great importance because:

The implementation

-
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The teacher may make use

of his special drua
training in this environment

The Etndent

will see drug instruction in
the totality
° f his education as a healthy,
thoughtful, responsible

individual

The integration of drug information and
instruction into
classroom activities also represents the
movement

daily

toward con

sideration of the student as a whole, one
of whose actual life
possibilities may be to abuse drugs, a
tendency which may be
arrested or prevented by classroom drug
education.

6.

TREATMENT AND REMEDIAL WORK
(1)

Is Reported that 2, 763 Students Are Being
Tutored on
a Regular Basis; These Students Receive an
Average of
Seven Hours of Remedial Health Each Week
It

appropriate that the community school districts deal
with the remedial and special education required by student
drug
prone individuals. For this purpose, a number of special schools,
special classrooms set aside in schools, and remedial programs
have been devised with the objectives of:
It

•

is

Academic assistance, especially

in

reading and in

math, in order to get the student back into his grade
level or to ready him for entrance into high school
.

•

.

Rephasing the ex-addict

into the school

environment

Separating the "acting out, " drug prone pupil from
his peers, so that regular classrooms are not
disrupted and his fellow students are not negatively
influenced by his behavior

Providing individual attention to those with special
the regular classroom teacher has
to handle

problems whom
not been trained
.

Providing a therapeutic environment including
necessary psychiatric treatment

- 18 -

248
1

ari

page!

t

" the f° Ur districts reporting
treatment facilities for
°r
” S P1 '° ne StUdentS See
tohibit
,

VI. following this

7 locations

are available

31 youthful addicts are attending
special classes

477 drug prone, but not yet
addicted, students
attend these classes

Fourteen school districts report that
remedial, tutorial
^ r if> goes on in
their drug education programs.
This activity
is designed to meet the needs
of the drug experimenter
whose
drug use is affecting his academic
achievement.

,

Closing the gap between expected and
actual academic
achievement levels is reported by district
staff to effectively
curb drug utilization by many youths
who turn to the drug
culture for personal successes.

-
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IV.

COMMUNITY INVOLVEMENT

IN

COMBATING DRUG ABUSE

251

IV

-

community involvement

in

combating DRUG abuse

IN E XCESS

OF 95, 000 PEOPLE ARE REPORTED TO BE
PROVIDING VOLUNTEERED TIME AND SE RVICES TO THE

DRUG EDUCATION PROGRAMS
•

1

122 volunteer councils have been formed

throughout the city
•

24 school districts report having established
of volunteer council

some form

As the above figures indicate, the drug education programs are
not operating in a vaccum only providing direct services to children,
their parents and school officials. Rather, drug program administrators have fully realized that if their efforts are to meet with any degree
of success, they must begin to build a broad base of community and
student support for the concept of drug education and prevention. To
this end, the 122 councils have been formed throughout the city in
24 different school districts. Councils have been formed to operate
on both a district level and for individual components or activities
within components. Exhibit VII, following this page, indicates the
level of community involvement in combating drug abuse.
Councils have drawn their
.

members from among:

Parents of children who are currently involved in
activities within the program or who themselves
are involved in some form of activity within
the program. Parents have assumed the additional
responsibility of providing volunteer services.

.

.

Community Residents--this includes persons
throughout the community who are not directly
related to the school system by children who are
attending school but who are interested in helping
to stem the tide of drug addiction.
School Staffs--in a limited number of districts
school personnel have also been organized into

-
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a body to

work,

in addition to their

regular

assignments, on the problem of drug
prevention.
.

Youths- -most encouraging is the large
number of
young people who assumed responsibility
within
the drug prevention network over and
above their
other school responsibilities.

Councils have usually assumed one or more of
the following roles:

Advisory and Planning- -most frequently the councils
that are formed have assumed as a part of
their
responsibility aiding the staff in planning programs
and providing advice on policy and related matters.*

Peer Leadership--in several districts, staff have
provided parents with direct access to providing
services. In these districts parents are directing
discussion groups of other parents, visiting parents
on an individual basis, or making presentations
before local community groups.

The extent of community school involvement in drug prevention
programs cannot be overestimated. The degree to which other than
school officials become involved in and accept responsibility for drus;
education is the individual district's chance of maintaining a successful
drug prevention program. Without this support these programs are
doomed to eventual failure.

- 21 -

V.

TENTATIVE 45-DAY CONCLUSIONS

•

255

v.

Tj-vrvnyH

.i.5-d\ Y

conclusions

After 45 days of data collection,
analysis and site visitations mst
can offer tentative answers to the
questions posed in our initial nronn
and ro s tated in Chapter II. of this
interim report. These
‘ eW
reVlSed as appropriate and further
'
explained through
MS ’!s continuing assessment of the school-based
MSI
drug prevention effort.
•

1

concK,

™

MSI

charged with the tasks of developing a
reporting system for
ng mana S ement decisions for the
school-based drug program
?,
Adddi!
Additionally,
intensive technical assistance will be
provided to a se° f sch ° o1 District dru Prevention
§
programs. This work
wTllleT,
be based on detailed needs and assessments
drawn from in-depth
site evaluations.
Further, the subsequent technical assistance
will
provide additional time in the field with which
MSI staff can continue
to update and verify already collected
program data.
is

ma

7

L

arl the programs obtaining the highest atta inable
level of awareness and SUPPORT FROM TT-TF
COMMUNITY ?
:

—

Reported data indicates that a very significant number of community people have been mobilized through the efforts of the schoolbased drug prevention program and are providing meaningful types
of support in combating youthful drug abuse. To have actively involved
over 95, 000 program support volunteers within the first year indicates
a high degree of community acceptance of school-based drug education
efforts.

Similarly, this mobilization indicates a high level of parental
concern about youthful drug abuse. Clearly, parents city-wide are
beginning to realize that drug abuse is not a phenomenon of the ghetto.

What

highest attainable level of awareness and community
support possible? About that we can only speculate. However, there
is no doubt that further work needs to be done in "educating for action"
parents and community residents. It is reasonable to assume that the
current level of support will grow, since some of the district programs
have been operating for only two months.
is the

- 22 -

n

-

256

2‘

ARE THE PROGRAMS ATTR ArTIvr RECRUITING A M
THE INTENDED TARGET PUPIL S? ttavf titV
A
s
RUN A1 U.K TO MAINT AIN CONTACT With
.—'-Q.;— j
"
PAiv Tici fa ting pi: mls? hav e tTTky
r i;ac: m:
SIGN IJ Hr ant x U M n r s op school- aged drug rsrnq
—
.

-

|

?

'•

1

j

;

>

:

OR POT i:\TIAL USERS?

We

have learned that each district and each component
within
each district has not yet clearly defined its own
intended target
population.

As information reporting systems are currently incomplete, it
is
answer these questions with any degree of specificity. What
is known and can be said with a degree of certainty is
that the program
has created within the public school system a range of activities,
gendifficult to

erally well utilized, that one year ago did not exist.

Further, it is known that the program has to-date identified and
referred into treatment outside of the school system over 1, 200
student drug addicts. Additionally, approximately one third of the
20, 149 students and one half of the 4, 864 parents taken into the
individual counseling system have been retained in service. Together,
these facts indicate significant first year success.

3.

H AVE THE PROGRAMS CONTRIBUTED TOWARDS CHANGING
DRUG USE ATTITUDES OF PARTICIPANTS?

A full and complete answer to this question will have to await
additional survey of a randomly selected, representative group of
students city-wide. However, teachers report observing marked
behavioral change amongst students who have been actively involved
in their district's drug education efforts. These behavioral changes
reportedly involve not only altered drug use patterns but attendance
and scholastic performance as well.
It

will be

necessary

to

track students through these programs,

maintaining professional standards of confidentiality, for a number of
years before a definitive answer to this question can be rendered. This
tracking will in turn necessitate the rapid installation of a common
reporting system. The development of pupil tracking procedures is
now underway and will be completed by the end of the current school

term.
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4.

ARR THE PROGR AMS REACHING PUPILS REPRES EXT ATI VR
"
~
OF Till; SCHOOL POPuCvriON ?
Program administrators

report, and tentative data corroborates
the fact that these programs are reaching a broad
representative sample
of both current and potential drug using students. Non-drug

users are
be deeply involved in activities such as counseling and recreation. This would indicate that programs are reaching pupils
typical
of the school population rather than just intervening with those
students
known to be using drugs. As target populations are more precisely
defined, ASA/MSI will conduct operational research to determine the
most appropriate program modality for each target of the population
sub-set.

reported

5•

to

ARE THE PROGRAMS TENDING TO LOWER THE INCIDENCE
OF DRUG USE, RAISE THE INCIDENCE, OR~NOT AFFECTING
IT AT ALL?

At this point in time, it is not possible to measure directly the
impact of these programs on the incidence of drug use. It must be
kept in mind that these programs have been operational for only a few
months.

This study will serve to clarify perimeters for the measured
answering of this question at a future date.

6.

THE CREDIBILITY OF THESE PROGRAMS AFFECTED BY
THEIR SCHOOL SYSTEM SPONSORS? ARE THE PR OCR A3, IS
SUFFICIENTLY FLEXIBLE TO MEET THE NEEDS OF UNIQUE
COMMUNITIES? ARE THE PROGRAMS DIVERSE ENOUGH TO
ADDRESS THEMSELVES TO THE VARIED TYPES OF YOUTH
CULTURE?
IS

Many

of the personnel staffing these

compared with school

staff.

Additionally,

when
these programs

programs are

many

of

atypical

is not clear whether
operate out of the formal school setting. Thus,
or not students perceive the programs as being sponsored and run by
The high level of student activity, however,
the public school system.
indicates a high level of student acceptance.
it
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WliiiC there is a great similarity amongst
the activities being run
districts, there is sufficient evidence that
program staff hav.
adapted their program delivery to the unique ethnic
and cultural communities they serve. A prime example of this is
the development of
in

most

curriculum targeted specifically

to

distinct groupings of students.

MSI
to

will focus a

Black, Spanish speaking and other

major portion of

researching these questions.

7*

its

future in-depth field study

OVERALL DRUG EDUCATION PROGRAM A RATIONAL
CONSISTENT, AND ECONOA1 ICA LLY PLANNED EFFORT

ISJTHE

Planning of the overall project was accomplished on a district by
district basis with city-wide technical assistance, training and coordination provided as needed by the Addiction Services Agency.

This planning strategy allowed each district to shape a program
the unique needs and concerns of the community's children, parents, and educators. Within this context, individual district
programs emerged as relatively well thought out community based efforts to deal with youthful drug abuse.
that

emphasized

Due

placement of the drug abuse prevention programs in the
public school system opportunities have been created that allow the utilization between $30 and $40 million of in-kind facility and personnel
contributions drawn from the public schools to supplement the state's
$20 million dollar investment. These resources would not be available
to a free-standing program.
to the

However, a definitive answer

in

cost benefit terms

is difficult to

achieve at this point in time. As we continue to develop an effective reporting and financial management system for use in program planning,
control, and accomplishment evaluation diseconomies will become more
apparent allowing ASA and project managers to respond more quickly to
demonstrated needs.
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VI.

TIIE

Macro Systems,
of the

ASA

iiigii

school program— "spark"

(MSI) has undertaken a comprehensive review
funded drug education programs in 15 high schools.
Inc.

The schools were selected at random by the Central Board of
Education's Coordinators of the Intervention and Prevention Teams,
the Project Director of the Peer Group program, ASA staff, and representatives of MSI. The criteria used in selection insured a sampling
of each high school drug education program, and at least one high school
from each borough was selected for the study.
MSI's objective was not primarily the collection of numerical data,
it was agreed that the data currently available from the Central
Board of Education would suffice for this report. Therefore, unlike the
preceeding chapters, the information presented in this chapter of the
report concentrates upon a subjective and impressionistic approach
based upon ten intensive field visits.
rather,

1.

BASIC ISSUES

WERE COVERED BY

MSI'S

FIELD RESEARCH

STAFF
The MSI

sought to cover in this portion of the study the
questions:
following central
.

field staff

Is

there a drug problem in the school and

what
.

.

.

is its

so

scope?

programs focusing upon
drug abuse problem?

Are

if

the

What factors are contributing
failure of the programs ?

to the

What program changes appeared

-

26 -

the particular

to

success or

be warranted?

^

2.

TITK irrc.TI SCHOOL PROGRAM
"
COMPONENTS

TS

COM ^ni^rn
OF
L-

Three specific components operate within

HISCR RTF!

the high school

program:

IIIgJTCrug Education Sp ecialist (DFS)- -the coordinating
’
individual placed in each of the 92 high
schools whose
purpose is to increase student, parent, and teacher

cooperation in drug prevention activities.
*

Intervention and Prevention Team~ ~more commonlv
known as SPARK, this multi-discipline team of 8 to
12 professionals, paraprofessionals, and a secretary

comprise the team.

Purposes include drug prevention
through individual and group counseling of students,
development of parent groups, and teacher education.
In

most instances,

the

DES

in schools having

SPARK

teams, functions as a part of the Team.
.

Peer Group - -these are groups

of students, who under
professional leadership, attempt to exercise positive
pressure on their fellow students to reduce drug use
and establish acceptable norms for student conduct.
Where they occur in the same school. Peer Group
activities may merge or overlap with SPARK. Almost
always, the DES in those schools having Peer Group
programs is involved with this activity in some

fashion.

The three programs have separate budgets, and each has its own
discrete goals. However, the discrete goals established before the programs' initiation have little relationship to the real world functioning of
DES, SPARK, and Peer Group. In fact all three programs focus on varied
populations without respect

to

previously stated objectives.

The only instances MSI observed where there was not merging
programs and blurring of job descriptions, was where personality
differences forced separate programming efforts.

Where proper leadership is present, the merged units appear
function more effectively than any of the programs operating alone.

of

to
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3.

SPECIFIC research

A

METHODOLOGY USED FOR

TIICH SCT'On

I

variety of approaches was used in this assignment:
•

Individual interviews with high school personnel
involved in the drug education/prevention program

.

Observation of group meetings

.

Review

of informational hand-outs, curriculum

materials
.

4.

Informal feedback from students, teachers, and
parents

.

Statements by administrative personnel

.

Reports from the DES

to the

Project Director

SCHOOLS SURVEYED AND THEIR RESPECTIVE PROGRAMS
The following schools and programs were

studied:

Programs

High Schools

Queens
Flushing
Francis Lewis
Springfield Gardens

DES, Intervention and Prevention
DES, Intervention and Prevention
DES, Peer Group

Staten Island

Susan B. Wagner

DES, Peer Group, Intervention and

Port Richmond

DES, Peer Group

Prevention

Manhattan

Seward Park

DES, Peer Group, Intervention and
Prevention

Music and Art

DES, Peer Group
- 28 -
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-

ni K h Schools

Programs

Manhattan (continued)

DES

Art and Design
Julia

Richman

DES, Intervention and Prevention

Bronx
Evander Childs

DES, Peer Group, Intervention and
Prevention

DES

Morris
Brooklyn
F. D. Roosevelt

DES, Peer Group

Fort Hamilton
Eastern District

DES
DES, Peer Group, Intervention and
Prevention

George W. Wingate

5.

SPECIFIC

MSI
upon

field

.

PROGRAM OBSERVATIONS

teams have developed the following observations based

field visits

,

DES, Intervention and Prevention

and data supplied by the Central Board of Education:

Center Locations- -in each of the 15 schools, the
programs were located on school property. This
is true even when the school is unable to provide
suitable and/or permanent space.

programs observed operate
only on school days and for the most part during

Hours

of Ooeration- -the

regular school hours. A few conduct limited after
school operations for rap sessions or recreation
room activities. Some Peer Group sessions are
held after school and parent group activities are
conducted at night. In the main, SPARK and Peer
Group function in accordance with normal school^
of
schedules. Group sessions end with the sound
is
the period bell no matter where the discussion
appear
to
The programs would like
at that time.
innovative and different from ordinary school
-
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activities but in terms of operating they have
the
same traditional time constraints.

One school has evolved a system whereby SPARK
groups are programmed for two consecutive periods
This results in the elimination of one of the major
gripes the SPARK personnel have, i.e., not enough
time to get a group warmed up and moving.

some schools student involvement in SPARK group
sessions is construed as a credit bearing course.
This allows for greater access to students and provides
added incentive. These groups generally meet four to
five times a week.

In

Population Served --the DES, where they operate alone,
tend to serve any one who comes or is sent to them.
They characteristically are more involved in teacher
education and the establishment of parent workshops
and drug advisory /action councils. Intervention and
Prevention Teams also tend to be open to any student
evincing an interest. Here, as with the DES, hard
core users are usually referred out to a therapeutic

community.

Peer Groups exercise very real exclusive and in-group
dynamics. In some instances, freedom from current
drug use and regular attendance are necessary for
admittance. In other cases, attempts are made to
determine the level of commitment an applicant has to
the group before selection is approved. However, in
some instances. Peer Group has become a "private
club" for the exclusive use of a select few. We suspect
that the "in-grouping" usually is along ethnic lines.
Characteristics of Population Served- - the D ES and
the SPARK Teams have assisted over 200 hard core
drug users by referring them to treatment programs.
Contact is maintained with youths referred until they
are accepted into a treatment program. The three
programs appear to be reaching a significant number
of former users and current experimenters. A small
but significant percentage of the students involved in
the programs have no acknowledged or suspected
history of drug abuse or experimentation. However,
'

-
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these youths are displaying behavioral characteristics
that identify them as being drug prone.

Some

parents, faculty, administrators and to a lesser
extent students, perceive that every participant in

SPARK
drugs

or Peer Group must have been involved with
some way. This is seen by many of the staff

in

as a major impairment in their efforts to involve the
drug free but drug prone students and their parents.

ReferraIs- -most referrals for ambulatory therapy,
residential treatment, or emergency medical care
for overdoses are handled by the DES or SPARK
Team. Peer Group Coordinators do not seem to
have been heavily involved in this area. Each school's
personnel have evolved a system for counseling the
student and involving the parent. Relationships with
one or more treatment programs or day care centers
giving students priority have been developed. Some
schools are experiencing serious difficulty finding
treatment programs for placement of white students.
This is due to the ethnic nature of these communities
and the scarcity of programs targeted to service
whites.

Overdoses - -Board of Education procedures require
that an ambulance be called in case of suspected overdoses. In at least two schools, SPARK teams are
reluctant to do this because of the automatic involvement of the police. Personnel feel that this jeopardizes
their credibility among other students to a serious
degree. One school has worked out a system in which
a private ambulance service voluntarily provides a
vehicle thus avoiding police involvement. Such a system
may be considered for other SPARK Teams.

Contact With Students --group discussion sessions are
one of the primary tools used by the three program
components. The sessions involve 8 to 15 students
meeting on the average of twice a week for one period
each session. SPARK programs appear to average a
each week
little more than 100 students seen in groups
counseling
with about twice that number seen in individual
some
sessions. Peer Group Coordinators are involved in
the
individual counseling but to a far lesser extent than
DES or SPARK personnel.
- 31 -
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FINDINGS

6.

In the attempt to assess the effectiveness of the
DES, Peer Group,
Intervention and Prevention Programs there is general
agreement among
program personnel that there are currently few valid criteria by which
drug education/prevention programs may be evaluated. MSI
expects these
criteria to be developed by the end of the current school term.
However,
the high schools have developed informal and preliminary
measures of effectiveness:

Are less students observed

.

be high

in

class?

How often has ambulance service been required
with overdoses ?

.

Are fewer drug related paraphernalia

to

deal

(e. g.
glassine
envelopes, hypodermics) found on the school grounds?

.

v

to

Are less drugs found

.

.

Is

in the

possession of students?

more information on drug abuse

to students,

,

being disseminated

teachers, and parents?

High school drug education personnel believe on the basis of these
rough indicators that less gross drug behavior is discernible in the
schools since the program began. MSI staff believe, at this point in time,
that the school program has made significant impact but precise measure-

ment

will require further study.

High school drug program personnel report:
near zero rate of ambulance calls

.

Presently, there

.

Fewer students appear

is a

to

be high even though trained

and experienced observers are now present

in the

schools
rate of student drug possession

observed

.

A reduced

.

Acknowledged student drug abusers have verbally

is

in-

dicated a curtailment of drug use

.

An increasing number of students are being recruited
into these program by other students

-
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Additional observations drawn by MSI’s Field Research Staff
include:
.

The Peer Group concept is effective when there is expert and competent leadership. Moreover, this approach seems limited to students immersed
class values regardless of race.

.

A

,

As

DES working

single

alone

in

middle

one school does not possess adequate resources to attack all aspects of a complex and difficult job. Yet when assigned alone he becomes involved in teacher training, curriculum development and parent outreach, but his direct involvement
with students is diffused and fragmented.
in

a group, DES personnel seem to have the best training in the general drug area.
Peer Group Staff appear
to have the best training in group process while SPARK

personnel seem to require more training. All three
groups need more training particularly Intervention and
Prevention team members many of whom are deficient
in both specific knowledge about drugs and group process techniques.
.

Many paraprofessionals from treatment programs

offer
they

offer SPARK very limited skills. Furthermore,
are frequently idealogically rigid and persist in the use
of heavy encounter techniques without reference to student expectations and needs.

.

.

SPARK

and Peer Groups are often unable

resolve conflicting situations with their own school administration.
The Central Office of the Board of Education has not
been adequately supportive in dealing with situations of
this nature.
to

offered training which too often has been viewed
by high school program staff as inappropriate to the total
school situation. Follow-up, in-service training is re-

ASA has

quired focusing upon broader areas and responding
reality needs of school staffs.
.

to

The philosophy of "shared leadership" has not always
worked to the betterment of programs. The most successful operations are those where capable leadership
has been present from the start of the program. A
lesser degree of success lias been achieved where a

-
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leader has emerged from the group during the
course
program. "Shared leadership" frequently means
shared responsibility, and decision-making responsibilities become diffused, not always to the
program's
of the

benefit.

.

Drug counseling aimed at specific realistic situations
is a minor feature of all three programs.
Student participation seems inversely proportional to the degree
to

which drugs are stressed.

SPARK

.

Students see

.

Based on student comments,

.

.

and Peer Groups as opportunities
to air their life-style problems and get reactions from
peers and/or authority figures.

the only classes worth attending during the school day are the SPARK, or Peer
Group sessions. Much of the time of the staff is spent
relating involvement in SPARK, to re involvement in
regular class work- -a sad commentary on regular
school programming,

Daily drug use by those involved in SPARK and Peer
Group is reportedly significantly reduced. Class attendance appears to rise to some degree particularly
where the staff follows up.

SPARK

and Peer Group are in conflict with the Administration and/or Guidance Counselors at many schools.
The latter group seem particularly concerned about loss
of prestige when "their job" is being done by "unqualified"
people- -some of whom are ex-addicts, and other people
of lesser stature.

These findings are subjective in nature based upon the visits of highly
qualified and experienced MSI staff. They require validation through longterm studies and comparative analyses. However, they, along with the data
made available by the Central Board and included in Appendix B, indicate
that significant impact is being made through the high school programs.

7.

RECOMMENDATIONS

Based on the observations of the MSI field team and on the data
ported to them by program personnel, the following recommendations
offered:
-
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Each SPARK team should have an appointed leader,
and criteria should be established for this
position.
All levels of staff,

each of the programs should be
draining should be designed to
meet the "real world" needs of the trainees and their
milieu and followed up by in-service training on-site
to insure that special needs dictated by local
situations
are realistically met.
given

Few

more

in

tiaining.

of the school

personnel have had any experience
as trainers. However, given the new roles they are
now being asked to play, they require specific skills
enabling them to perform adequately as trainers in a
variety of situations.

preparation for next years program, a summar training institute for school program staff should be mandated.
It would appear ideal if training could take place during
August, at the precise site where the team will work,
with the entire team participating as a unit. This would
serve a dual need, i. e. , staff training and program availability to students who desire it during this most stressful period of the year.
In

training cannot be done in August, or if teams can not
train together, then we suggest the teams be given a
minimum of two weeks in September to organize and
conduct orientation sessions before the start of programs.
If

The Board of Education should consider requiring, as a
part of the licensing process, attendance by prospective
teachers at a recognized drug education training program.
Immediate steps should be taken to remove the great
disparity in salary between professionals and paraprofessionals in the SPARK Program where both are frequently called upon to perform the same work.
restructuring the three
programs. The DES is essential but requires assistance
The presence of a psychologist
to perform adequately.
and paraprofessionals (particularly those with experience

Consideration should be given

in the

drug

field)

appear

-
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Further integration of the three program
components
should be explored to allow resources to be
concentrated
in a

Each
to

of these

more

manner.

recommendations are not intended

any single high school.

high school effort.

effective

to apply specifically
“
Rather, they address themselves to the total

It should be emphasized that in the span of
six months, the high
school program had made a significant contribution to the overall
campaign against drug abuse.

-
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SELECTED DISTRICT

SITE-VISIT

REPORTS

APPENDIX A

(i)

FACT SHEET

District:

Schools:

//ll,

Bronx

WO MACS Academy

Student Population:
Staff:

and JITS 127

160

WO MACS:

Director

1

Teachers
Guidance Counselor

JHS

127:

4
1

Education Assistant
Coordinator

1

1

Teachers

5

Therapists
Education Assistant

5
5

23

Estimated Student Drug Use: 30% District-wide

Program Content: Group Counseling
Individual Counseling

Rap Sessions
Referral Services
Education
Remedial Education

Major Emphasis: Attitudinal motivation and academic education
Accomplishments: Over 100 students involved
on regular basis.

in

counseling programs

Referrals to public and private rehabiliation,
treatment, and education agencies.

Reducation in drug use by youths involved
program reported by staff.

in

Heightened student awareness of causes and nature
deal with
of their problems. Increased capacity to
these problems, and to relate effectively to hie
educational system, their peers, and authoi it}
figures and parents.

:

Increased school and community awareness of
nature and scope of the drug problem.

Background
School District #11 is located in the Parkchester section of the
Bronx, a racially-mixed middle to lower middle class neighborhood.

The WOMACS Academy (special school in the District) is located
in the Community Center of the Eastchester Houses. Several rooms
are available for classroom space, offices, shop classes, etc. The
Community Center is available to WOMACS 8 a. m. to 5 p. m. five days
,

per week.

The evening component
entire building

is

available

program is housed in JHS 127. The
program from 5 p. m. to 8 p.m., three

of the

to the

evenings per week.
Total student involvement on a regular basis is approximately 110;
27 students attend WOMACS and 120 students are enrolled in the evening
program of whom 80 participate regularly.

The program is not at present fully staffed, there being a vacancy
for an addiction specialist.

Program Assessment:

NEED
hard data available on drug use in District 11, but
staff estimates that 30% of the student population is involved
with the illicit use of drugs. Many of these are frequent or recurrent
users.

There
the program

is little

The most commonly abused drugs are pills and alcohol. There is
some use of heroin, but its popularity seems to be declining. Hallucinogens also seem to be declining. More exotic, expensive drugs, such
as cocaine and mescaline are present in unknown quantities.
reluctance on the part of school authorities and parents
principals
to admit the presence and extent of the drug problem. School
a crisis
with
confronted
have denied the existence of the problem until
In adsituation, such as an overdose in a school bathroom or the like.
backgrounds, in
dition, many of the students come from drug-saturated
which parents and siblings may be heavy users or addicts.

There

is a

:

APPENDIX A
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(3)

Facilities

The quarters which currently house the two program components
are adequate to its needs. The WOMACS staff would naturally prefer
their own quarters, rather than being guests in the Community Center,
but as yet, there have been no serious conflicts.
Hours of Operation:

WOMACS is open during regular school hours, 8 a. m.
with the staff making evening visits to the students homes.
5 p.

to 2 p.

m.

JHS 127 is open as an evening center three nights per week from
m. to 8 p. m.

Program

Staff

:

The entire program is directed by the district narcotics coordinator chosen by the community superintendent, and the community school
board. He is a former teacher with experience in youth programs.
Referrals and operation of WOMACS are handled by the guidance
counselor. Appointed by the district coordinator, he holds a state
certificate, and has worked in guidance and drug related programs for
ten years.

WOMACS

are chosen from the district junior
high schools on the basis of their rapport with students and community,
interest in the program, and past experience in dealing with special

The four teachers

at

problem children.
college graduate who serves as a
and liaison with the community and parents.

The educational assistant
tutor at

WOMACS

is a

JHS 127
an assistant principal with experienc
coordinator.
in group processes, chosen by the district

The coordinator

at

JUS 127

is

the
The ten teachers and educational assistants are chosen by
They function as
district coordinator and the component coordinator.
remedial tutors for the students in the program.

The

psychologists.
at the

arc state certified guidance counselors or
sessions
They operate individual and group counseling

five therapists

evening center.

1

Program Content:
The thrust

s program is in two main directions:
training-counseling of the drug-user or drug- prone youth, and regular
remedial education. To achieve its goals, the program uses individual
and group counseling techniques, rap sessions, and academic and
drug
education courses.

The

of District

WO MACS

1

1

Academy has been

established as a special school
within the district for youths with drug problems. Referrals to WOMACS
are made by the staffs of the other schools in the district and/or by a
variety of public and private agencies.

When

a youth is referred to WOhlACS, he is called in with his
parents for a meeting with the staff. At this time, or in subsequent
meetings, the staff, the youth, and his parents attempt to assess the
nature and extent of his problem, and to determine whether
is a suitable remedy.
If it is decided that
is not appropriate
to the needs of the youth, a referral is made to another agency. Agen-

WOMACS

WOMACS

cies to which WOMACS regularly makes referrals include Bronx State
Hospital, Jacobi Hospital, Einstein Hospital, Jewish Family Services,
Catholic Charities, and the Department of Social Services.

youth is admitted to WOMACS, he begins its regular program
of education and counseling. The academic curriculum used is the
standard junior high school curriculum, modified as necessary. Students
attend on a full-time basis, and there is close staff-parent contact on the
student's progress and problems.
If

tli

e

In addition to the

acedemic curriculum, the student also receives

intensive counseling about both his present situation and his future goals.
Contact with the home situation is maintained by staff visits on a regular
basis. The close contact with the student and his family results m
greatly improved attendance and academic performance. Students who
had been absent 100 or more days in their last year in the regular
school system have attended WOMACS without an absence.

WOMACS

ranges from one to two
of a student's stay at
semesters, after which he is placed in the regular school system. The
staff and student work together to choose the school the student will
will be
attend, with the aim being to choose a school where the student
and the regular school staff aware of and receptive to his

The duration

comfortable
needs. A student

never returned to the school from which he was
original
originally referred, because the staff feels that a return to the
milieu is undesirable.
is
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W

hi,e at ‘ 0n cU n 6 WOMACS, the student
remains on the rolls of the
.
,
rh . from
school
which ho was referred, and his grades,
etc., are
on hose rolls
The staff feels that this removes any possible entered
stigma
of the special school
and is conducive to better student
performance.
,

,

After the student has been placed in a school,
the staff retain:; its
contacts with its contacts with him. Follow-up
visits are made to both
the student and the school. The results have
been gratifying. Of 21
students placed last year, all but one are still in school,
with significantly improved attendance and performance.

The evening component of the program is geared primarily
to
remedial education and counseling; 120 j'-ouths are involved, of
whom
80 participate on a regular basis.
Students attend on a strictly voluntary basis, choosing their
own
curriculum. Of nine hours per week that the center is available, the
student receives six hours of remedial tutoring, two hours of recreation,
and one hour of counseling, either individually or as part of a group.

The remedial aspect of the program has been quite effective. In
months last year, the average reading level of the students involved was
raised by as much as six months. The regular school staff reports that
the students involved in the program show a marked improvement in all
areas of classroom performance.
Program-School Relations:

As noted previously, there

is a reluctance to admit the scope of the
drug problem within the schools. The regular school staff tends to react
only to crisis situations. This tendency is somewhat offset by the strong
support given to the program by the superintendent and community board.

The relationship

of the schools to the

program swings between

Either the schools deny any need for the program, or they
inundate it with referrals, most of which are inappropriate. There is
a tendency to regard the program as a dumping ground for any student
whom the schools might deem a misfit.

extremes.

The program staff feels, however, that as the schools become
more aware of the nature of the program, and of the nature and extend
and
of the drug problem, their attitude toward the program improves,
they are able to

make

better use of

it.

Relations are at current good, although somewhat limited in
effectiveness, and the program staff has every expectation that relations
will

improve.

FACT

District:

#31,

CRT

Staten Island, N. Y.

Schools Involved:

35 elementary schools
7 junior high and intermediate schools

Student Population:

Full-time

SI I

staff:

40,000

directors
2 guidance counselors
14 resource teachers
2

Estimated Student Drug Use:

Pills, alcohol,

some
Program Content:

heroin,

marijuana, psychedelics,

some

glue

Class instruction
Individual Counseling

Group
Peer Groups
Parent and Community information and workshops
Accomplishments:

Establishment of peer and counseling groups in the
elementary and junior high schools which meet twice
a week for exploration of student attitudes, problems,
goals, social relations, etc.

As

February

286 classroom lessons on
attitudinal motivation and drug abuse.
of

1,

2,

Training of 365 teachers

in

drug-related problems

of youth.

Involvement of

3,

345 parents

in

workshops,

etc.

Intensive counselling for students with serious drugrelated academic or personal problems.

Increased awareness of nature and extent of the drug
problem on the part of school staff, parents, and

community.

APPEND EX A
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Increased student capacity to deal with their problems,
to examine their attitudes more openly, to
deal
effectively with their peers, authority figures, and
the school environment.

Background:

The Drug Abuse Education and Prevention Program in District 31
covers all of Staten Island's 35 elementary and 7 junior high and intermediate schools. The district is predominantly white middle class. In
recent years rapid population growth has led to overcrowded schools and
growth of other problems previously absent in the relatively isolated
community.
The Drug Abuse Program's central office is located in the annex
S. 42.
The one-room office contains the district coordinator,

of P.
assistant coordinator, and clerical staff. Only administrative activities
occur in the office, but there are various empty classrooms in the annex
which can be used for group or individual counseling or for meetings
if the need arises.

The program's full-time

staff

numbers

18:

2

administrators,

guidance counsellors, and 14 resource teachers. The guidance
counselors function out of Seaview Hospital, where a floor of a nurses'
residence has been donated to the program for use as a counseling
center. Of the 14 resource teachers, 7 are assigned on a rotating basis
The
to the 35 elementary schools, and 7 to the 7 junior high schools.
resource teachers give classroom instruction on attitudinal motivation,
lead rap groups, and serve as information conduits to parents and
community groups.
2

The program

staffed at present levels, but there is a
strongly felt need to expand the program to include more students in
group's, and more frequent instruction by the resource teachers.
is fully

Program Assessment:

NEED
Figures on drug use in District 31 are necessarily sketchy, but
estimates from various sources uniformly put the number of drug
experimenters at over 30% of the student population, for one school,
or
the estimate was 80%. Many of these students are recurrent
frequent users.

APPENDIX A

(0)

The P ri mary hard drugs abused are barbiturates and
amphetamines.
Marijuana and hashish are fairly common, and psychedelics
are
.

.

frequently us

although their popularity seems to be declining.
Exotic drugs, such as
heioin, cocaine, etc., are present, but in unknown
quantity. Among
elementary school children glue-sniffing is a problem, and all
age groups
engage in what must be called massive abuse of alcohol.

The program staff feels that on Staten Island, as in similar middleclass communities, the perception of the drug problem is not
adequate to
the scope of the problem. Concern is brought about primarily
through
crisis situations. The staff feels, however, that its educational
activities
are increasing student, school, and community awareness of the nature and
scope of the problem.
Increased awareness is demonstrated by the formation of a council
of drug chairmen of the various parents associations. This council has
instituted programs to make doctors, pharmacists, etc. aware of their
roles as potential sources of illicit drugs, and has served as an informational
body for the parents associations and the community at large. The council
meets with the program directors monthly.
Facilities and Materials:

The program

suffers from a shortage of funds for materials such
as film projectors, tape cassettes, etc. These materials are available
from the schools, but scheduling conflicts necessarily arise.

Since the majority of the program activities take place in the schools,
are sufficient. Transportation to the relatively remote Seaview
center, however, still poses a problem;

facilities

Operating Hours;
occur between 8 a. m. and 5 p. m. Instructional
activities, of course, take place in the classroom. Groups generally
meet immediately after school until approximately 5 p. m. Counseling
at Seaview is done during the day, the students sometimes transported from
school to the facility and back.

Almost

all activities

There are occasional evening meetings, but these are

not regularly

scheduled.

Four

of the schools serve as youth centers evening and Saturdays.

They are staffed by

4

teachers and

6

paraprofessionals.

APPENDIX A

Program

As

Staff

(0)

Composition:

noted, the full-time

program

staff totals

18.

The program director and assistant director are
chosen by the
community superintendent and school board. Both are
licensed
teachers with wide experience in the community
and schools. Both

have had experience
and of other types.

in

various types of youth work, both drug-related

The resource teachers are chosen by

the director. Factors
selection are rapport with students, teacher interest
in
the program, awareness of and concern with the drug
problem. All
are licensed teachers. The resource teachers in the
junior high
schools are assigned to the schools where they taught before being
chosen for the program, and thus are known figures to both the students
and school staff. The elementary resource teachers, as noted, rotate
among the 35 elementary schools, with one teacher serving about 5
schools.

involved

in

The two guidance counselors hold

One has had previous experience

state certificates in counseling.

drug- cype programs working with
Catholic charities and the parochial schools before joining the program.
The other counsellor is an experienced teacher. Both were chosen on
the basis of their rapport with students and interest in the program.
in

full-time staff, there are 71 teachers who run
the after-school groups in the schools, 3 clerical staff, and 2 student
volunteers, and a finance manager, and the 6 paraprofessionais.
the youth centers.
In addition to the

Program Content:
The program functions on the premise that drug abuse is a symptom
of personal problems. The main thrust of the program is, therefore, to
help students achieve a self-awareness and understanding of their societal
relationships. Ideally, a student who is aware of the causes and nature
of his feelings will probably not turn to drugs as an emotional outlet.

grade levels the resource teachers discuss the problems of
In the elementary grades this may take the form of storythe students.
In the higher grades
telling with questions and discussion afterwards.
decision-making, motivation, and evaluation are discussed. The program
contains pharmacological instruction, but this is generally the lesser pui t.
At

all

281

Meetings between the resource teachers and parents
serve as

workshops where parents find out about the program,
discuss student
problems with the teacher, and examine their own concerns

about child

rearing.

It is important to note that to all parties
concerned, the resource
teacher is seen as being in the school but not of_the school
and thus may
handle subjects which might not be thought appropriate for the
regular
school staff.

The

after school groups are chosen by the school and program
staff to represent microcosms of the school as a whole.
Their discussions

are wide-ranging, covering dealings about school, teachers,
parents,
other students, and personal problems. The students learn to assess
their feelings and those of others. They are given the opportunity to
discuss the feelings with their contemporaries and an understanding
adult.
(Two times per week, for two hours.
)

Peer groups

schools are advised by the resource teachers,
but are student run. Their primary function is school and community
organization. Recently, they have engaged in Christmas toy collection,
fund raising to fight sickle cell anemia, and a program to get hospitals
to destroy excess drugs and used syringes rather than disposing of them
where students can get them.
in the

The Seaview Center offers intensive group and individual counseling
severe personality problems and/or a more than casual

to students with

involvement with drugs. Students are counseled at Seaview during the
school day on a confidential basis. At present 30 students are regularly
involved. Referrals to Seaview come from the resource teachers and
the regular school guidance counselors. Since the center went into
operation, there have also been 50 self-referrals.

Program- School

Relations:

The program has the enthusiastic support of
superintendent. Because of this, it has been able
fully into the school

the

community

to integrate itself

system.

no overt hostility to the program. Staff reports that some
difficulty is found with school staff who feel the program is unimportant,
but support from the superintendent negates these diificulties.

There

is

Regular classroom time has been allotted to the resource teachers
Facilities are readily available. School staff have
accepted the confidentiality of the after-school groups and the Seaview
in all classes.

center.

Guidance counselors and school administrative staff have been
cooperative in making referrals to the resource teachers and Seaview',
and have been helpful in releasing students from class time for counseling
at Seaview.
Generally, relationships are a function of the school staffs' perception
drug problem and the program. As they become more aware,
their attitudes become more positive. Thus, the program's generally
good relations are expected to get even better.

of the
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SPARK STUDENTS REPORT
/.8-6C* DECREASE

t

Jicuvoc n^c;,
13 and
the SPARK program in
.

Pc-

\i

c

,

I

pub

V

.

~

0r

high
Schools has serviced students
in
the fol laving categories:
I

in

IN DRUG

ABUSE

school days

E>S>

ic

'? rctJult,r D rou P scssi^T
f’wo8w,t
h incJivicJ ual
counselinn
'I?

263 hard-core addicts referred
t0 outsidc agencies and
0
2/5
Students who joined and
then left SPARK
before
s ncc
nvol vement
nvo venen t
with SPARK
with SPARK
•

During that time, the number
of
students who have indicated
exper inentat ion wi th
Glue or other iiydrocarbonbased subs tances
Mar uana
Coca c
Heroin

i

i

i

1

j

i

Anti-drug centers operating for three
months

in

12

of the city's public high

schools have decreased narcotics abuse by
at least ^8 per cent.

;

In

intervie

!

«

:

SPARK (School Prevention of Addiction
through Rehabilitation

and Knowledge) personnel, students have
indicated decreases

ranging from a hS per cent drop-off
Stances to

a

in

in drug

experimentation,

using glue or other hydrocarbon-based sub-

68 per cent drop-off in smoking marijuana.

The school anti-drug program also has
effected an increase

and a reduction in truancy and class cutting,
according to

a

in

self-confidence

report from the

12

intervention and prevention centers.

Because these figures are based on interviews with
students rather than on
a

scientific statistical analysis, there may be margin for error.

They do tend,

however, to illustrate the direction and potential of the high
school anti-drug
program.

Operating on

million

in

state Youthful Drug Abuser Act funds, the

SPARK program opened on the first day of the current school semester, September
in all

93 of

the city's public high schools.

In

81,

trained drug education

13,

-2-

285

i
I

specialists arc available throughout the school day to answer students', faculty
and parents' questions on drug abuse.
In the

other high schools, teams of nine pupil personnel specialists,

12

teachers and community workers run intensive group interaction sessions for youths

experiencing emotional difficulties, exper ment ng wi
i

i

th

narcotics or training as

potential group leaders.

The 12 are Evander Childs, Monroe and Taft High Schools

the Bronx; Boys,

in

Eastern District and Wingate in Brooklyn; Julia Richman and Seward Park, Manhattan;
Flushing, Francis Lewis and Wingate, Queens; and Susan
In the 59

E.

Wagner on Staten Island.

school days between September 13 and December \b,

SPARK centers serviced 2,560 students

in

regular group sessions,

1971, the 12

1,1^8 with indi-

vidual counseling and 263 hard-core addicts who were referred outside the schools
for treatment by community rehabilitation agencies.
'

\

However, another 275 students dropped out of the program for
reasons.

a

variety of

involveSome entered treatment centers, others may have been avoiding

ment in the "emotional nitty-gritty" while others were caught
In their school

programs.

in

involuntary chsng

Still others dropped out because of continued drug

usage or ineffectiveness of the SPARK teams.
In 59 days,

narcotics shaved

experimentation with
the number of students who indicated active
a

substantial decrease (sec statistics above).

Reports from the SPARK teams also indicate

a

decrease

in

truancy, class

behavior,' as well os increased involvecutting, racial hostility and acting-out

ment on the part of withdrawn students

and increased confidence among many
%

participating students.
program include the
Some of the innovative techniques employed in the
following:

from common
groups with parents, teachers and representatives

)

.

ty

-

3

-

286

1
I

rehabilitation centers; Mandarin and Spanish language groups; poetry therapy;

“rap rooms" for game-playing and introducing students to the SPARK program;
role-playing on topics ranging from parental pressures to "Y/hen
cover-up?"; introduction of accredited SPARK courses in at least
schools next semester; implementation of reality therapy
to improve

s

in

is

make-up

tv/c

a

high

other classrooms,

tudent- teacher relations; visits by SPARK staffers and students

to orphanages and feeder schools and such special events as anti-drug plays,

PTSA meetings, kite-flying contests and jazz sessions.

The SPARK program exhausts its state Narcotics Addiction Control Commission
funding this June.

i

l
\

'

\
>

i

.

S

INTERIM REPORT FROM

12

HIGH SCHOOLS
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HOUSING INTERVENTION & PREVENTION CENTER

The following data is based on responses by SPARK Team to
informal
questionnaires:
I

Between Sent. 13 and Dec. 14, 1971
The SPARK Program in 12 public high
schools has serviced students in
the following categories:

During that time, the number of
students who have indicated experimentation with

or in 59 school dav2,560 in regular group sessions
1,148 with individual counselin263 hard-core addicts referred
to outside agencies and
275 students who joined and
then left SPARK
before
since
or a
involvement
involvement decrease
with SPARK
with SPARK
of

Glue or other hydrocarbonbased substances

119

62

48%

Marijuana

976

311

68%

Cocaine

112

63

44%

Heroin

275

132

52%

259

107

59%

Barbituates

247

83

66%

Hallucinogens

166

78

53%

Combinations of the above

751

331

56%

Amphetamines

'

l

APPENDIX C
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This appendix consists of one reporting form, the

individual counseling reporting form, that was part of the

Management Information System.
entire MIS.

It is representative of the
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REPORTING SYSTEM
(First-Line Level)

This chapter

a complete manual containing

is

’’first-line" reporting

first set of

forms.

for the

THE FIRST-LINE LEVEL?
who

out the

fills

This person, for example, is the rap room leader, the

regular classroom teacher
the person

IS

actually conducts an activity is the person

who

individual

forms necessary

process.

WHAT
The

all of the

who leads

the

(if

he/she gives the general classroom instruction),

group counseling session,

be the District Coordinator

if

etc.

This person

may

he, for example, is the instructor for an

program, or the Component Director.

In other

also

assembly

words, any person who conducts

these
any program activity during the two-month reporting period must fill out
referred
forms. Throughout the remainder of the manual, this person will be
to as "the individual."

STEPS OF THE BIMONTHLY REPORTING PROCESS
Step

1:

To complete

this step, the first line

Report (PSR),

A copy

show

at

program areas,

if

form

You Are Conducting

Identify the Individual Activities

is to

of the

reporter

PSR can be

fills

out the

found on page

7.

.

Program Summary
The purpose

of this

and which
a glance what activities your report will cover,
any, they arc a part

of.

A

complete listing of

all activities

and objectives can be found in The
and program areas, and their definitions
questions concerning these
Program Structure sections. If you have any
definitions, refer to these sections.

doing, it is
adequately describes what you are
no program area or activity
this ca-e,
unique or new to the program. In
possible that you have something
Coordinator. It
Component Director or the District
you should consult with the
and
areas and activities are defined
should be noted that as new program
changes
Program Structure and circulate the
implemented, ASA will update the
period.
the following reporting
which will then be applicable for

If

G

Name

Individual

Title

Component

- LJ

*

School Drug Education Program
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PROGRAM SUMMARY REPORT

Director

Component

ASA

'District

Location

Wide
Component

School
District

PSR

Report
Period
Date

Borounh

Program Areas

B

A

1

C

D

E

Youth
Centers

Treatment
Centers

Others

General
In-School

Special
Schools

Drug
Education

Activities

1.

Curriculum Development

2.

Training

3.

General Instruction

4a.

Individual Counseling

4b.

Family Counseling

4c.

Group Counseling

4d.

Hot-Lines

5.

Seminars & Workshops

1

*

1

!

i
1

1

& Referral

6.

Identification

7.

Recreational Activities

S.

Tutoring

1

Note

—

On

.

—

all

forms:

r ..
idual, mi
Mf vou are a First-Line mch\
.

.

Director,

1

fill

in

-A district-wide

on*

the total nuin

component

junior high schools

is

m

the

name

of vour location.

V ou
ltions
>

defined a, one .hat

in the district.

7

If

you are a Component

arc reporting.

drmcnUl ,,

intermediate, or

1

293

Compile Individual Activity Data by Location

Step 2:

In order to complete this step the individual

Activity
is

Summary Reports (ASR)

a different

ASR

to 21.

means, for example,

for each activity

each of the eight activities.

for

be found on pages 9

)

Each ASR must be

of this reporting

Coordinators and
at

ASA

each school and

all

method

to see exactly

fill

more

checked on the PSR.

of the

There

(Copies of the ASR's can

by location.

This

is to

out three ASR's for counseling.

enable District

ether locations in your district.

ASR

#1

—

Curriculum Development

•

ASR

#2

—

Training

•

ASR

#3

—

General Instruction

e

ASR #4

—

Counseling

•

ASR

—

Seminars and Workshops

e

ASR #6

— Identification

and Referral

«

ASR

— Recreational

Activities

•

ASR #8

—

Program

what activities are being carried out

o

#7

out one or

filled out

The ASR's are numbered as follows:

#5

fill

that an individual conducting counseling sessions in

two schools and the district office must

The purpose

must

Tutoring

8

b
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REPORTING SYSTEM
(Component Pi rector Lore!

This chapter

is a

complete manual containing

Component Director’s reporting process.

summarize

all the

component.
either the

To

data for

all the

forms necessary

His basic responsibility

all the activities

facilitate this

)

for the

is to

being carried out within his

process, the Component Director’s forms are

same or very similar

to those

used by the first-line reporters.

STEPS OF THE BIMONTHLY REPORTING PROCESS
Step

1:

Identify th e In dividual Activities Being Conducted

As Part

of

Your Component

To complete

this step, the

Report (PSR).
this

form

is to

A copy
show

Component Director

of the

PSR can be

at a glance

fills

out the

found on page

27..

Program Summary
The purpose

what activities are being implemented

component and which program areas,

if

26

any, they are a part of.

in

of

your

•

Cor^

On

nil

von arc- a First-Line individual, fill
Director, fill in £.r.lv the total number

*A

r

PROCLAIM su

*•1 * * Ls

\I

1 1 Li i

j.l

i'

forms:

’!f

•

'ii

296

!

“District

Location

—

v; c-'A

Director

Component

Note

f

district- ’.vide

component

is

in

ot

the

name

of your location.

you arc a Corn;

If

mem

locations you are reporting.

defined as one that covers

junior high schools in the district.

27

all

elementary

,

intermediate, or

t

N Line

U

Individual
Co?"'

-

*

Location

School Drug Education Pr’

on

....
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PROGRAM SUMMARY REPORT

Director

[Component

ASA

‘District

Wide
Component

Sciiool

District

P JR

Report
Period

Borough

Date

Program Areas
1

A
\

B

i

C

D

r
i

General
In-School
DrugActivities

j

Special
Schools

Education

1.

Curriculum Development

2.

Training

Youth
Centers

Treatment
Centers

1

Others

j

!

’

i

l
4

3.

General Instruction

!4a.

Individual Counseling

t

1

ti

1

r

Family Counseling

kb.

\
!

i

i

Me.

Group Counseling

[id.

Hot- Lines

5.

Seminars & Workshops

[C.

Identification L Referral

M

«

i
i-

#

k

«

3

Recreational Activities

7.

—

—

f

—

f

Tutoring

S.

j

L^-^rriia

Note
I

*

* *

«

—

— On

all

-***•**+&

-ivr- •-**<.

<

I—

1

‘“'***'*’

.

*

forms:

vou are a First-Line individual, fill
Divec'or, fill in oyl v the total number

If

A

Jtr.

district- wide

component

is

in

the

name

ot locations

of your location.

\ou are a Cc

.

you are reporting.

defined as one that covers

junior high schools in the district.

If

all

elementary, intermedia. e, 01

)
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Step

In

Summarize

2:

order

to

complete

this step the

Summary Report

Activity

his component.

Your Conmonenl

Individual AcMvitv Data for

There

is

Component Director must

fill

out one

(ASR) for each activity being carried out within
a different

ASR

for each of the eight activities.

(Copies of the AST’s can bo found on pages 29 to 41.

The Component Director summarizes
his component.

He then reports
For example,

appropriate ASR.

all the

data from

all

individuals in

the total figures for each activity on the
if

you have

people conducting counseling-

5

sessions at 8 locations as part of your component, you will add together
the data

ASR.

from the

8 individual

ASR's and put the

For data other than numbers, you

will

total figures on 1

summarize

locations.

The ASICs are numbered as follows:
e

ASR

#1

—

Curriculum Development

o

ASR

tt

2

—

Training

o

ASR

£3

—

General Instruction

o

ASR

#4

—

Counseling

c

ASR

=5

—

Seminars and Workshops

©

ASR

“8

—

Identification and Referral

c

ASR

r7

—

Recreational Activities

o

ASR #8

—

Tutoring

2S

all

summary

for all of the 8

'
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Name

Individual

Title

C omponont

ASA

Activity Summ.ir. Re

Director

Component

District
ty

Location

i

1

..

4

aiv.

>rt (AS’.)

N DIM DUAL COU NSE LING

, ]

Progra.m
Areals)

Component

School District

Period

ASR

tu
)

Date

Borough
-

warmr* -cr.-v

TV'TSX

*i>fXSPT

~

j

sons

Number

tdual

Youths

Youths

.

Adults

School
Dropout:

Attending
School

Those Seen or Being

of

Seen on a Regular Basis*

Period

_V

School Drug Education Pi

j

Adults

School

Attending
School

Dropouts

1

i

Total

Number

of

Persons

M

of

That Have Solit”
from Counseling

Average Number
Weekly Staff Hours Spent

on Individual Counseling
Yoi iths

Youths
Attending
School

Adults

School

Dropouts

Adults

School

Attending
School

Drop out 8

—

J

L-

-t.

1,

-

frequently develops.
Indicate the five areas around which counseling most
most frequent, etc.
(Place a 1 next to most frequent, 2 next to second
>

Legal Problems
Other Specify

Problems
Employment
Money Problems
Dating Problems
Sibling

Drugs
Sex
School

Home
deer P robloms

Does your counseling o v
youth ot h or than addicts?
-

1

t i

i

ty

psychological services
provide intensive social and/or
No If ye s, describe.
Yes

to

,-j

cl.-fe.-J l*tsod

Add additional sheets

ii

reeded.

on the individual'*

<™ls

as

^

e 3fd by
-

l'

W

:
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REPORTING SYSTEM
(District Narcotics Coordinator Level)

This chapter

is a

complete manual containing

complete the bimonthly reporting process

all of the

forms needed

at the District

to

Narcotics Coordinator

This reporting system consists of three basic functions:

level.

Compiling the information from each of the Component Directors

•

within his district

expenditures by activity

•

Breaking down

•

Analyzing the Progress, Problems and Assistance Requested
forms of his Component Directors, and, based upon this analysis,
feeding back proposed solutions and assistance

total district

These functions have been divided
necessary

to

complete

into

seven required steps,

this part of the reporting

all of

which are

process.

STEPS OF THE BIMONTHLY REPORTING PROCESS

Step

1:

Identify the Activities Being Conducted Within

To complete
of the

this step,

PSR can be

fill

out the

Your District

Program Summary Report

found on page 47.

The purpose

of this

(PSR).

form

is to

A copy
show

at

within your district, and to
a glance what activities are being implemented

which program areas

(if

any) these activities belong.

46

Name

ASA

3

School Drug Educat'.on Program

Title

District Coordinator Level

No. of Locations

PROGRAM SUMMARY REPORT

School District

Borough
Report Period

PSR

Date

Program Areas
A

B

C

D

E

Treatment
Centers

Others

General
In-School
Activities

1.

Curriculum Development

2.

Training

3.

General Instruction

4a.

Individual Counseling

4b.

Family Counseling

4c.

Group Counseling

4d.

Hot-Lines

5.

Seminars & Workshops

Drug

Special

Education

Schools

,

& Referral

6.

Identification

7.

Recreational Activities

8.

Tutoring

47

Youth
Centers
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Step

2:

Summarize
V/ithir.

To complete

Your

Activity

Summary Reports

of all

Component Directors

District.

this step, total the information

from

Summary

all of the Activity

Reports submitted by your Component Directors (pages 29

to 41).

Then,

enter the total figures for each activity on the corresponding School District
Activity

Summary form

(pages 49 to 59).

48
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ASA

Name

Individual

Title

Component

Activity Sumnnurv

Director

Component

District

Location

Progrur
Aree(s

School Dne, Education

I

Re

>rt

^gui

I

(AS TI

X DIM DUAL CGU XSliLl XC

Wide
Component

;

School District

Report
Period

T’o rot: oh

Date

AS

'

it

ia

^4KMEaK<XX’3Q*rratfr amumc

(

Total

1

Number

of

1

Persons

Number

Counseled on an Individual
Basis This Reporting Period

l

of

These Seen or Being

Seen on a Regular Basis

’

•

s
1

Youths

^

j

Attending
School

Adults

School

Attending
School

1

Youths

1

Dropouts

1

Adults

School

*

Dropouts

|

1
1

>iT<TTir~rrrm

—
Total

Number

That Have

1

!

1

i

~

At

of Persons
"Split"

of

on Individual Counseling

_—

You th s

Attending
School

j

School

Average Number
Weekly Staff Hours Spent

Adults

—

Youths
—

Attending
School

Dropouts

|

Adults

School

Dropouts

j

r

j

\

i

„

i.

_

„

most frequently develops.
Indicate the five areas around which counseling
most frequent, etc.
(Place a 1 next to most frequent, 2 next to second

Problems
"Employment
Money Problems
"Dating Problems
Sibling

Drugs
S C'v

School
1

Ionic

Legal Problems
"Other Specify

Peer Problems
,

vmir

c,.un = ,liv, activity

voaths Other than addicts?

psycholotfcal service to
provide intensive social antl/or

Yes

No lives, deservx.

)

Name

ASA

Title

School Drug Education Program

District Activity

Summary (DAS)

School District

INDIVIDUAL COUNSELING

Borough

(This Report Period)

Report Period
Date

DAS

1.

Number

of Locations

2.

Number

of

4a

Persons Counseled:

• Youths

—
—

Attending School
School Dropouts

4.

• Adults
3.

Number Seen on

a Regular Basis:

*

• Youths

—
—

Attending School
School Dropouts

e Adults

Number

of Persons That Have"Split"

from Counseling:

• Youths

—
—

Attending School
School Dropouts

e Adults
5.

Average Number

of Staff

Hours Spent on Counseling:

« Youths

—
—

'

Attending School

__

School Dropouts

• Adults
6.

Indicate the five areas around which counseling was most frequently developed.
(Place a 1 next to most frequent, 2 next to second most frequent, etc.
Sibling Problems
^Employment
Money Problems
Dating Problems

Drugs
.

Sex
School

Home

Legal Problems
Other (specify)

Peer Problems

Regular Basis

is

defined based on the individual's needs as assessed by the program staff.
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REPORTING SYSTEM
(ADDICTION SERVICES AGENCY)
This chapter
all

is a self-contained

forms required

To complete these
•

to

manual.

It

includes the five basic steps and

complete the bimonthly reporting process

five steps,

at the

ASA

level.

you must:

Compile the numerical data and resource use and expenditures on
a city-wide basis.

•

Analyze each of the district-level Progress, Problems and
Assistance Requested forms, and feed back proposed solutions
and assistance.

STEPS OF THE BIMONTHLY REPORTING PROCESS
Step

1:

Compile All District Activity Summary Data

To complete

this step, transfer the information

from each

District Activity

Summary form (DAS) to your corresponding Activity Compilation
143. Your
Copies of the DAS forms can be found on pages 113 to

ACT

can be found on pages 167

to 17 8.

166

Table (AC

T).

corresponding

307

Program

Education

Drug

School

ASA
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In order to analyze the information system project

communications in a proper context, all of the activities
being performed as part of the MSI-A.S.A. evaluation project
tasks should be reviewed.

For the reader's convenience

a

brief operational description is provided here.

In mid-March, at the same time that Macro Systems under-

took the construction of the MIS, several other projects

were under way:

(1)

the inventory of the school's drug pro-

grams was still not complete;

(2)

the technical assistance to

the designated eight districts had just begun;

(3)

the Interim

Status Report was completed, but several districts complained
that they "had been left out" and an additional report was

being prepared; and

(4)

an extensive additional "Survey of

Drug Abuse Attitudes" was begun at the suggestion of Macro
At the time they were conducting

Systems.

a

series of sur-

veys for the Department of Health, Education and Welfare in

Washington and felt that it would be Oi little additional
cost to also conduct this survey for A.S.A.
1)

The inventory of the schools drug programs

compilation of school-based drug education
programs financed by NACC and contracted through
The inventory [was] arranged on a borough
A.S.A.
inforbasis and listed the following categories of
[was]

a

district overview including the approved
starf
budget, district narcotic coordinator,
ana or
positions, primary responsibilities,
ganizational structure.
including_
Individual component descriptions
component
the name and phone number of the objecti e^,
program
directors, the component

- A

_

-

.
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the number of locations, activities offered,
component budget, staff description, and the
activity schedule.

To accomplish this task Macro Systems sent a team of

interviewers to each school district's drug program with
protocol,

a set

a

of definitions of activities, and blank com-

ponent description forms.

In some cases the Macro inter-

viewers visited the program just once, and more often two or
three times, to assist the drug program personnel in filling

out the forms.

These forms were then compared with funding

proposals submitted by the districts the previous May and with

budgetary figures available at A.S.A.
The estimated time and expense for this task was fiftytwo man days at a cost of $10,800.

In early March the project

was half finished.
2)

The technical assistance aspect of the evaluation was

far more complex and required a great degree of sensitivity.

The thrust of this project w as to go into the eight "best"
schools' programs and find out what made them

best.

me

findings would then be written up in a confidential report
to both A.S.A.

and the eight districts, and also as a set of

report.
policy recommendations in Macro Systems' final
the
This technical assistance project was actually
from this segment
heart of the evaluation project, for it was
deLone now hoped to get
of the evaluation project that Mr.

program effectiveness benchmarks.
by

The project was performed

.
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a core staff of four persons whose combined skills
and expertise encompassed a wide variety of train-

ing and field experience.
Their skills encompassed
elementary and secondary education, adult education,
community organization, training design, and drug
treatment and education. This core group was supplemented by individuals with highly specialized knowledge in the areas of early childhood education,
curriculum development, drug treatment modalities,
encounter techniques, and drug education programming.

The Macro Systems staff worked closely with A.S.A. field
staff, the Project Coordinator from A.S.A.

and Assistant Commissioner deLone.

occurred in two ways:
training sessions.

a

(this writer),

The technical assistance

series of site visits, and seven

Each site visit was preceded by a plan-

ning meeting attended by MSI field staff and those staff members of A.S.A. most familiar with the selected district.

Each site visit began with a meeting with the District Coordi-

nator to explain the purposes of the site visits, to receive
an overview, historically and programmatically, of the Dis-

trict program, to enlist the cooperation of the coordinator
in arranging visits, and to identify program activities most

relevant to the MSI field team’s mission.
The actual visits were conducted by MSI teams consisting of two to four members

.

The amount of time spent in

plus an
each District ranged between six and ten man days

purposes of
additional man day for an exit interview for the

feedback
districts, the
After this had been done in all eight
seven training sessions
MSI and appropriate A.S.A. staff held
Target
assistance.
in the suggested areas of technical

,
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Population Definition, Staff Supervision, Teacher Training
Programs, Intervention Strategies, Program Outreach, Community Organization and Decision-Making.

These were all-day

sessions held weekly between early May and mid- June.

The.

Drug Program Directors and two staff members from each district attended.
In mid-March the technical assistance project was

approximately one-third completed.
3)

The Interim Status Report on School-Based Drug

Prevention Programs was submitted March

8,

1972, and contained

data from twenty of the city's thirty-two school prevention

drug programs.

When the report was publicly released the re-

maining districts objected vigorously to having been "excluded"
from the report.

Macro Systems maintained that the seven dis-

tricts had refused or simply not responded to their requests
for data.

port.

A.S.A. then requested an addendum to the first re-

The addendum to the report was released May 10

,

1972.

In order to insure a rapid, complete response from the

districts the second time, MSI sent out

a

self-adminis tej.ed

two-part data collection instrument on March

10

,

then sent

in
teams of interviewers out to assist the seven districts

filling them out.

These teams visited the districts within

tabulated, and
the following fifteen days, the results were

the report was released.
those in
The three above-mentioned projects were
Tney
MSI proposal.
progress in mid-March, as outlined in the
4)

.
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were moving along a little behind schedule, but only
and fairly smoothly.

a

little

At a meeting on March 14 Mr. Kotler

from MSI suggested that an additional survey MSI was doing
for HEW be done for A.S.A. at no additional cost.

A.S.A.,

had no objections and so MSI commenced with the project.
The survey was designed to examine the knowledge,

attitudes, and practices regarding the awareness of drugs by
two populations:
(2)

is

(1)

students in the drug programs, and

the staffs of drug programs.

...

In MSI's words,

"The study

an effort to examine those underlying processes, such

as knowledge and attitudes, which characterize the content

and structure of drug education messages and ultimately de-

termine their acceptability and overall effectiveness."

The

idea was to see if there were differences between the inten-

tions of messages sent by staffs and their reception by the

clients
The survey instrument, two questionnaires, was twenty

pages long and administered separately to students and drug

program staff by MSI interviewers.
Due to difficulties presented by the length of the
and
questionnaire, reluctant school district superintendents,
took approxiCentral Board of Education obstacles, the survey
of $35,000.
mately 130 man days to complete at an expense

ine

III of MSI's fma^
final product of this project was Volume
"Statistical Summary of the
report, a 130-page effort entitled

Abuse Education
Addiction Services Agency's Survey of Drug

Efforts

in Mew York City."

^

19/2.
It was publicly released in September,
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